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FOREWORD 


For more than two years now, the attention of an increas¬ 
ing number of people in the ACCFA has been drawn and directed 
to the weaknesses and problems of the ACCFA-FaCoMa program. 

These weaknesses and problems have been growing both in magni¬ 
tude and complexity. Unless effective measures are adopted and 
systematically carried out in time, correction may be exceeding¬ 
ly difficult if not completely impossible. The need for such 
measures is immediate. 

The accompanying study represents an effort of many weeks 
utilizing data, reports and ideas compiled and gathered over 
the last two years. Entitled "Stabilizing the Cooperatives," 
it attempts to segregate and pinpoint the more basic and key 
problems besetting the FaCoMas, including the Federations, 
analyse the cause or causes of each, and suggest remedial and 
corrective measures. 

Many of the measures recommended are procedural in nature 
and merely Involve supervisory techniques which have been 
prescribed in various circulars, memoranda and other communi¬ 
cations but which unfortunately appear to have been but inade¬ 
quately implemented or overlooked altogether. Certain proposed 
measures, however, while not entirely novel or new, having been 
suggested previously, require policy decision by the Board of 
Governors before they can be implemented. These measures are 
listed below, 

1, Granting of operating capital loan (P, 21) 

2, Deferment of principal payment of 10-year facility 
loans (P.44) 

3, Reinstatement of principal payments for 10-year 
facility loans (P.44) 

4, Increase up to 80% of book value of 10-year facility 
loans (P.44) 

5, Yearly renewal of sack loans (P, 52) 




In a very practical sense, the study can provide what may 
be developed into a concrete, positive and practical program 
of action for the attainment of an already agreed and announced 
objective - the stabilization of the FaCoMas. It can also be 
developed as a useful manual for field supervisors in many 
areas of FaCoMa operations. 

The study, it must be emphasized, is not all embracing 
nor all-conclusive. Many exparienced and serious-minded people 
in the ACCFA can undoubtedly add new and better ideas and/or 
suggest improvement in the content. If it can do no more than 
to draw out such ideas and suggestions from other members of 
the organization, it will have served its purpose and justified 
the expense in man-hours, materials and money that went into 
its preparation. 

The study is a sequel to two studies prepared and presented 
by the Cooperatives Department, namely, "Program Objectives for 
ACCFA" submitted June 30, 1958, and "Cross Currents" dated 
August 9, 1958. Greater details of and insight into the state 
of the ACCFA-FaCoMa program may be obtained from these two 
studies. 

Such as it is, "Stabilizing Cooperatives," it is hoped, 
will contribute to the mobilization of efforts and exertions 
that 1 b demanded if the ACCFA program must overcome known de¬ 
ficiencies and multiplying difficulties. 



Hoad, Cooperatives Department 


November 13, 1958 



PART I , BRIEF EVALUATION OF ACCFA *S COOPERATIVES PROGRAM 


To fully register the desired impact on the agricultural 
economy of the Philippines, it is the responsibility of the 
ACCFA to make the cooperatives permanent features of the eco¬ 
nomic and social life of the farmers. ACCFA shall have mise¬ 
rably failed in its avowed mission should it be unsuccessful 
in making the farmers tightly embrace agricultural cooperation 
as a s^und and workable method of group action for individual 
gain, as an indispensable off-the-farm extension of their farm¬ 
ing activities, as an effective tool in making a better tomorrow. 

To attain such end requires, of course, a long, tedious and 
painstaking process. Agricultural cooperation cannot be in¬ 
stilled in the core of the farming populace overnight. However, 
one thing is certain - it can be done. In this regard, the 
ACCFA has in its hands a challenging opportunity and a serious 
obligation. 

Is ACCFA*s current program meeting the challenge squarely? 
The question can be best answered by taking a look at the state 
of the cooperatives and by evaluating the effectivity of ACCFA *s 
supervisory activities. 


A. State of the Cooperatives 

The Cooperatives Department, in its report on the state 
of the cooperatives program for the FY 1957-58 entitled "Cross 
Currents,'* summarized the state of the FaCoMas, Federations 
and the CCE thus: 

State of the FaCoMas 


Strictly from the business point of view the FaCoMas 
on the whole have fared rather well. On the average of 
three years of existence, more than 50% made margins 
during the year under review and the rest incurred losses. 
Significantly, the FaCoMas that made the most in margins 
are those in Region I which, however, received extraor¬ 
dinary advantage because of the Virginia tobacco price 
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subsidy. The large majority suffered from common weak¬ 
nesses: 

♦Undercapitalization, 227 out of 464 having started 
with paid-up capital ranging from zero to only 
1 * 2 , 000 ; 

♦Inexperienced and inefficient often dishonest 
management; and 

♦Unsound organizational foundation, most of them 
having been evidently organized for no other 
clear purpose than to enable member-farmers to 
secure loans from the ACCFA, 

From the point of view of cooperative business, the 
situation of FaCoMas is, as of the period covered by this 
report, certainly challenging. Aside from the weaknesses 
given above, the FaCoMas practically without exception, 
appear to have only the haziest orientation in cooperative 
enterprise. This is evidenced by poor membership patron¬ 
age and support and by the tendency for FaCoMa officials 
to undertake projects that have little, if at all, rele¬ 
vance to members' needs and ability to support. 

All of which serve to underscore the importance and 
urgency of more competent, effective and close supervi¬ 
sion and guidance in the management of FaCoMas, and a 
practical and systematic program of information and edu¬ 
cation for the members and the farmers in general. 

State of the Federations 


While on the whole the Federations appeared to have 
made a sizeable margin in their total operations, there 
are disturbing tacts that thrust themselves out of the 
figures in their financial statements and from an analy¬ 
sis of their actual business activities, 

♦Undercapitalization in relation to their volume of 
business handled. 
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♦Intemperate indulgence in credit trading which could 
easily wipe out paper profits or savings and turn 
operating statements into red, 

♦Poor business planning and lack of proper apprecia¬ 
tion of their role in the cooperative marketing 
system. 

From the foregoing problems or weaknesses, it is evi¬ 
dent that the Federations bear the same structural and ope¬ 
rational characteristics or defects as the FaCoMas from 
which it must be noted, they derive their existence and by 
and large draw their officials. One vital reason for a 
Federation, however, is to provide leadership and guidance 
or to be pace-setter for the FaCoMas in their business ma¬ 
nagement and activities. In this, the Federations have yet 
to demonstrate real usefulness. 

State of the CCE 


From the facts and information available, it appears 
that the CCE suffers from certain serious weaknesses some of 
which are given below, 

♦The orientation jf the CCE appears to be not in accord¬ 
ance with the basic purposes of its organization as 
the national association of FaCoMas and Federations 
of FaCoMas, It operated more as a profit-seeking 
trading house, trying to make money wherever it 
sees opportunity to do so within or without the coop¬ 
erative framework or network, 

*In its staffing, personnel recruitment and personnel 
management policy, as well as in some of Its busi¬ 
ness practices, it resembles more a government (po¬ 
litical) office than a business corporation, much 
less a cooperative, 

♦The extent and variety of its activities have little 
relevance to the enhancement of the cooperative 
movement and certainly is entirely out of propor¬ 
tion to its capital structure or its financial 
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capabilities., That most of its projects have been 
losing and that it has a negative net worth should 
advise for a thorough reexamination of its overall 
operations. 

The correction of the foregoing weaknesses is a matter 
of great urgency and importance in view of the strategic 
position that the ACCFA has given to the CCS in the coop¬ 
erative program. For it is evident that the ACCFA would 
like to dramatize the cooperative movement by putting up 
a big central agency which could produce by its size and 
impact upon the business community prestige for the entire 
movement. Failure for the CCS, it follows, would inflict 
serious injury to the whole ACCFA program and the coop¬ 
erative movement. 

With such far from encouraging state of things, ACCFA's 
course of action should be patently clear. Definitely, some¬ 
thing has to be done to change the entire outlook, 

B» Evaluation of ACCFA*s Supervisory Activities 

By any standard, ACCFA *a supervisory activities appear 
uncomfortably short of expectation. Best gauged from the 
state of the cooperatives, glaring violations of ACCFA rules 
and regulations are known to take place and, more often than 
not, remain undetected until they have grown into serious pro¬ 
portion, Patently unsound cooperative and business practices 
often find their way into the management and operation of coop¬ 
eratives for some reasons or another. And to aggravate matters, 
ACCFA*s supervisory efforts appear to be diffused in varied 
directions attesting to the lack of a well-defined course of 
action. 

In the face of all this, it is obviously imperative that 
ACCFA takes immediate definite steps to formulate a better 
planned, directed and controlled program of cooperative super¬ 
vision. 
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PART II . PROBLEMS IN THE MANAGEMENT AND 
OPERATIONS OF COOPERATIVES 


The problems obtaining at present In the management and 
operations of FaCoMas may be grouped into two general problem 
areas, namely, (1) problems in the management (organizational 
problems) and (2) problems of the management (functional prob¬ 
lems). 


A, Problems IN the ftlanafoment 

The problems in this area, which have particular reference 
to the performance by the cooperative officials and employees 
of their duties and responsibilities and their attitude thereto, 
may be broken down ?.a follows - 

1, General problem - Lack of training and/or experience of 

officials and employees in the manage¬ 
ment and operations of their associa¬ 
tion 

2, Specific problems 

Problem 1 : Cooperati/e officials and employees are not 

conscious of cost of operations as shown by - 

a. Relatively high operating expenses - 

There is substantial agreement, based on available 
information, that cooperatives, in general, are expen¬ 
sive operators. Indiscriminate expenditures that have 
no relation to ability of the FaCoMas to earn income 
to meet expenses, 

b. Relatively over-staffed set-up - 

Cooperatives can apparently function as smoothly 
and efficiently with less number of personnel, pro¬ 
vided the right people are taken in. 
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C. Lack of appreciation and/or realization of the need 
for and Importance of financial statements 

The use of information contained in financial 
statements as an effective tool of management is not 
fully explored or utilized, An astoundingly low per¬ 
centage of cooperative managers and directors knows 
how to read and use financial statements and conse¬ 
quently they are not in a position to tell how their 
association really stands, 

d. Almost negligent use of the budget - 

Wo have yet to see a cooperative which attaches 
the necessary importance to the budget, 

o. Poor maintenance of books of accounts and allied records - 

With but a few exceptions, the books of accounts and 
other records are either not kept in order or the entries 
are not up-to-date. 

Problem 2 : Cooperative officials and employees have a 

vague conception of their duties and responsi¬ 
bilities as shown by - 

a. Cooperative directors, especially the President, dic¬ 
tating in an individual capacity what the hired em¬ 
ployees should do, 

b. The President of a cooperative, together with the Ma¬ 
nager, attending to the day-to-day operation of their 
association, in some cases, receiving monthly compen¬ 
sation. 

This arrangement usually leads to the usurpation 
by the President of duties and responsibilities in¬ 
herent to the position of Manager and possibly, of 
other employees. 
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c. Giving up or surrendering by a good number of coop¬ 
erative directors of their duties and responsibilities 
resulting in the creation of the so-called one-man 
board of directors with the President usually control¬ 
ling the whole board, 

d. Shirking, in many instances, by the cooperative di¬ 
rectors of their responsibility in the proper proces¬ 
sing of loan applications and in collection of loans, 

B. Problems OF the Management 

There are four major problems in this area worth consider¬ 
ing, namely, (1) financing and credit difficulties, (2) market¬ 
ing and other services difficulties, (3) poor membership sup¬ 
port and (4) insufficient volume of business, 

1. Financing and credit difficulties - 

Problem 1 : Lack of working capital - 

Being a business organization, a cooperative needs 
capital to work with. It is rather unfortunate that con¬ 
sidering the nature of operations of FaCoMas, the minimum 
organization requirement of P2,GCO paid-up capital, about 
half or PI,000 of which, incidentally, usually becomes the 
actual maximum starting capital of a FaCoMa, is definitely 
hardly sufficient, no matter how one looks at it, to give 
a FaCoMa the initial boost. For this reason, a FaCoMa, 
before it even gets started, is handicapped by lack of 
working capital. 

Problem 2 : Liberal credit policies •• 

As a general rule, cooperatives have liberal credit 
policies as shown by huge book accounts they carry. In 
fact sometimes one is led to wonder whether to extend cre¬ 
dit sales is the rule rather than the exception. Unless 
the FaCoMa immediately and seriously put their foot down 
on this practice and adopt a stricter policy thereon, a 
big portion, if not all, of their capitalization is bound 
to be converted to book accounts. 
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Problem 3 : Lack of capital planning - 


From all Indications, very few cooperatives resort to 
this vital aspect of their operations. The need for capi¬ 
tal planning becomes doubly imperative when the fact is 
considered that the capital resources of cooperatives are 
limited and consequently, where every peso or centavo will 
be spent or invested should be of great concern to the ma¬ 
nagement thereof* 

Viewing the present situation, cooperatives appear to 
bo extending their activities to so many varied lines of 
activities, some non-agricultural, for no apparent reason 
at all than to be able to engage in such an activity* That 
is, little consideration is given to the soundness of the 
project or, more important, how the best interests of the 
cooperative members can be served thereby. Examples of 
such projects are pigeon raising, tailoring shops, res¬ 
taurants or canteens and others, which in most instances, 
are gradually eating up the already small capitalization 
of FaCoMas, 

2, Marketing and other services difficulties - 

Problem 1 : Limited and/or uncertain market outlets 

Organized primarily to serve as marketing tools of the 
farmers it is apparent that the cooperatives have thus far 
made negligible headway, if any, in their basic activity. 
Receiving practically no marketing services or assistance 
from their provincial federations and from the CCE, outside, 
of course, of the pa lay trading operations the role of 
which in the cooperative marketing system, incidentally, 
needs to be thoroughly reexamined, FaCol/as are virtually 
functioning as individual, even competitive marketing units. 
Consequently, they are exposed to all the disadvantages of 
trading in limited and/or uncertain market outlets - low 
return for the farmer-members' produce being the usual ul¬ 
timate result. In most cases, they are engaged in pure 
and simple speculation without the skill nor the capital 
to indulge in this risky business, 

% 
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Problem 2 : Invariably high procurement cost of farm sup¬ 
plies and equipment and consumer poods 

Again, mainly as a result of the failure of the provin¬ 
cial federations and the CCE to render necessary services 
to the FaCoMas in the procurement of commodities, coopera¬ 
tives usually find themselves selling goods at an uncom¬ 
petitive level* In many instances, the prices of commo¬ 
dities in cooperative stores are higher than those in 
other stores* The selection of items to sell shows no 
realistic consideration of what the members need and can 
afford to buy. 

Problem 3 : Lukewarm attitude of farmers to accept changes 
in local business practices 

A fcood many attempts of cooperatives to introduce 
justified changes in existing customary business practices 
in their areas are invariably looked at with disfavor by 
farmer-members. For example, in those areas where rice 
merchants customarily charge no trucking and/or warehousing 
fees for palay milled in their rice mills, honest-intentioned 
moves of cooperatives to charge separate trucking and/or 
warehousing foes even for palay milled in their rice mills 
meet opposition from the farmers despite the fact that the 
one charge of rice merchants for rice milling, on one hand, 
and the separate charges of cooperatives for trucking, ware¬ 
housing, and milling on the other, practically add up to the 
same amount. 

3, Poor membership support * 

Utterly lacking in almost all cooperatives, it is re¬ 
cognized that full membership support is one of the keys 
to the success of a cooperative. As things now stand, a 
large percentage of the cooperative membership do not sup¬ 
port their organization. Many are inactive. Very few com¬ 
ply with their marketing contracts and patronize their 
stores, not to mention other responsibilities of membership. 
There is plenty of evidence that farmers join FaCoMas merely 
to obtain loans. 
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To illustrate one point, tho actual deposits of 2,343, 
800 cavans of pa lay received by the FaCoMas in 1956 -57 
represent only 35% of the actual pledges of FaCoMa members. 
Translated in averages per capita figure, a FaCoMa member 
appears to have deposited only 10,20 cavans out of a pledge 
of 38,08 cavans. 

4, Insufficient volume of business • 

This problem exists primarily because (1) marketing 
agreements are not strictly enforced and (2) merchandise 
are slow moving* 

Problem^: Failure to enforce strictly marketing agree¬ 
ments 


Although this matter may be traced or attributed to 
poor membership support, or to the members 1 general lack 
of appreciation for the importance of the marketing agree¬ 
ment, still the fact must be recognized that marketing 
agreements are the basis of FaCoMa business and operations* 
It is hardly debatable that if only all the members can be 
made to deposit what they have pledged, FaCoMas will have 
sufficient volume of business to support their operations* 
In this connection, seems hif.h time to decide whether 
to strictly enforce the content of the marketing agreements 
or to entirely do away with them. It will be recalled that 
only an insignificant few, if any, of those FaCoMa members 
who have failed to comply with their marketing agreements 
have ever been made to answer for the consequences of non- 
compliance thereof. 

Problem 2 : Slow moving merchandise 

A cuisory look at the numerous old, and, apparently 
unsalable stocks being carried by most of tho FaCoMa 
stores is sufficient to convince one that right judgment 
is not being exorcised in the procurement of consumers* 
goods. The existence of such a situation not only results 
in a slow turnover of inventory but also unnecessarily 
ties up badly needed capital of FaCoMas. Lack of turnover 
is also evident in the marketing activity. 
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PART IIL - PROBLEMS IN THE SUPERVISION OF COOPERATIVES 


For simplicity, the problems besetting ACCFA's supervision 
of cooperatives are classified into two - (1) the organizational 
and (2) the functional problems, 

(NOT!;: In this connection, some of the problems presented 
below have largely become academic in view of the recent changes 
in the organization structure of the ACCFA, They are neverthe¬ 
less discussed just the same as possible reference guides in the 
future,) 

A, Organizational Problems 

Problem 1 : Duties and responsibilities, including the job li¬ 
mits of (1) the Director of Field Services. (2) the 
Regional Supervisors, and (3) the Provincial Di¬ 
rectors are not clearly defined and delineated . 

Oversight of this basic requisite of sound management natu¬ 
rally leads to poor personnel performance. Confusion would 
arise. 


While apparently organized under a supervisory scheme where¬ 
by the Director of Field Services shall be primarily concerned 
with the performance of the Regional Supervisors; the Regional 
Supervisors, to keep close tab of the performance of Provincial 
Directors; and the Provincial Directors, in turn, to look after 
the performance of ACCFA fieldmon and the management and ope¬ 
rations of cooperatives, the demarcation line in the supervisory 
sphere of activities of each level had not been drawn. The re¬ 
sult was inevitable: confusion and overlapping of functions. 

Problem 2 : Muddled working relationship between units in the 
Central Office and the Office of the DIFSER and 
the existence of divided loyalty of ACCFA field- 
men 

Never too clear or definite from the very beginning, the 
working relationship between units in the Central Office (in¬ 
cluding the Administrator) and the Office of the DIFSER became 


STABILIZING THE COOPERATIVES 


Page 11 



more hazy and confused when the latter, probably unwittingly, 
began to discharge staff functions obviously not his own* Not 
long after, receiving no serious opposition whatsoever, the 
Office of the DIFSER began to act, more or less, as an inde¬ 
pendent unit. Such a patently unhealthy situation did not only 
work havoc on the promotion of a desirable working relationship 
in question, but worst, it engendered the development of divi¬ 
ded loyalty among ACCFA fieldman - loyalty to the Administrator 
and loyalty to the DIFSER, 

Problem 3: Unsatisfactory set-up of ACCFA branch offices 

Non-uniformity and frequent changes in the staffing of 
ACCFA f s branch offices are clear indications of ACCFA f s uncer¬ 
tainty on how best to organize and man its branch offices. 

Such an uncertainty, of course, will breed, as it has already 
bred, varied personnel and operational problems. 

On very basic matters the administrative management of 
ACCFA^ branch offices has been found deficient, A glaring 
example is the state of their records and files. Besides the 
almost complete absence of a uniform filing and recording sys¬ 
tem in the branch offices, it is apparent that they have yet 
to adopt a truly workable and effective one. 

Problem 4 ; Deficient training and/or experience of ACCFA 
fieldman 


When an ACCFA fieldman loses track of the operations of a 
FaCoMa he is supervising and discovers too late, if at all he 
does, that the FaCoMa has become a beehive of irregularities, 
etc,, that fieldman obviously becomes a problem. From all in¬ 
dications, considering the miserable state of a good number of 
cooperatives, ACCFA has in its fold men who are still short in 
training and/or experience ror their jobs, generally speaking, 
that is, 

ACCFA must immediately attend to this key problem, for it 
cannot be gainsaid that the success of ACCFA ! s operations hin¬ 
ges largely in its ability to recruit and maintain a corp of 
fully-trained, dedicated and dependable fieldmen* 
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B* Functional Problems 


Problem 1 ; Unclearly defined goal of supervision and lack of 
concrete supervisory work program 

It is fundamental that any supervisory effort should be di¬ 
rected towards a definite goal, Aa things now stand, ACCFA has 
yet to clearly define its goal of cooperative supervision. Other¬ 
wise, the condition now existing wherein ACCFA ficldmen have 
only a vague and nebulous idea of what they are expected to work 
toward, and of how they are going to accomplish this task, will 
continue to persist. Sporadic and spurtive efforts, such as col¬ 
lection of loans, marketing of palay, liquidation of misapplied 
ACCFA funds, etc,, appear to be the sole guide for determining 
the direction and emphasis of supervision. Consequently, we 
have yet to see a concrete long and short-term supervisory work 
program formulated on the branch office level within the frame¬ 
work of a common ACCFA supervisory objective. 

Problem 2 s Ineffective method of supervision 

To a large extent, the existing method of cooperative su— 
pervision whereby an ACCFA fieldman, regardless of his educa¬ 
tional training, is assigned to supervise the multi-purpose 
activities of a cooperative is instrumental in retarding the 
progressive development of ACCFA f s cooperative supervisory ef¬ 
forts, An ACCFA fieldman who is a lawyer, to cite an example, 
cannot be expected to make a good job of supervising the busi¬ 
ness management aspects of cooperative operations, unless he has 
had training in business management. Indeed, a long list of su¬ 
pervisory failures may well be traced to the present method of 
cooperative supervision. 

Problem 3 ; Divergent interpretations both as to scope and 
degree of ACCFA f s supervisory powers 

The nature, scope and scale of ACCFA 9 s supervisory powers 
over the cooperatives have never been adequately defined. This 
has given rise to divergent interpretations by ACCFA officials 
and supervisors* This causes no email amount of misunderstand¬ 
ing and, frequently, strained relationship between ACCFA field- 
men and cooperative officials. The problem Is clearly manifested 
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in protests against dictation and interference of ACCFA super¬ 
visors in internal affairs of FaCoMas, while in contrast, some 
quarters decry the alleged laxity in ACCFA's discharge of its 
supervisory authority. Evidently, the problem must be met, and 
it can only be met if the supervisory objectives and the scope 
of ACCFA*s authority are defined for the guidance of all con¬ 
cerned. 
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PART IV, 


PROPOSED PROGRAM FOR STABILIZING 
THE COOPERATIVES: PHASES 


In the face of the severe test ACCFA'u cooperative stabi¬ 
lization efforts are being subjected to, there is being proposed 
a comprehensive program for placing the cooperatives on a stable 
basis* In framing out the program, the multifarious problems 
and difficulties confronting ACCFA f s supervisory activities and 
the management and operations of cooperatives were fully consi¬ 
dered and appropriate measures to overcome such problems and 
difficulties were infused into the program* 

The program is divided into two phases, each phase dealing 
in specific areas of activities: 

Phase 1 * Adoption of necessary policies and/or measures to 
(a) improve the management and operations of coop¬ 
eratives, and (?>) maximize the effectivity of ACCFA’a 
supervisory activities* 

Phase 2 * Implementation of a proposed plan on how to enable 
the cooperatives and ACCFA Branch Offices make full 
use of the recommended policies and/or measures* 

It will be noted that Pnase 1 seeks to prepare the tools 
which are deemed necessary for the successful pursuance of the 
program while Phase 2 outlines the most effective way by which 
said tools can be used to maximum advantage. 

For clarity, the recommended policies and/or measures for 
the two distinct but closely related and inter-dependent acti¬ 
vities, namely, (a) management and operations of cooperatives 
and (b) ACCFA's supervision of cooperatives, are discussed se¬ 
parately in succeeding sections. In addition, a list of recom¬ 
mendations for the over-all improvement of ACCFA-FaCoMa opera¬ 
tions is discussed in another section* 

It is emphasized that both phases are essential components 
of the program - one without the other will render the program 
substantially ineffective* 
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PART V. ADOPTION OF NECESSARY POLICIES AND/OR 
MEASURES (PHASE I)t IMPROVING THE 
MANAGEMENT AND OPERATIONS OF COOPERA¬ 
TIVES 

While substantially problem-solving in nature, this phase 
of the program for stabilizing the cooperatives also brings to 
the fore some significant management practices which are expec¬ 
ted to contribute, in no small way, in placing the management 
and operations of cooperatives on a sounder footing. 

Solving the Problems in the Management 

The root cause of the problems in the management having 
been pinpointed to the lack of training and/or experience of 
cooperative officials and employees in the discharge of their 
duties and responsibilities, it follows that there should be 
ample provision for the training of cooperative officials and 
employees. However, it has to be admitted that considering 
the njagnitude of such a task, their training should be shouldered 
both by the cooperatives and the ACCFA, with the ACCFA, of course, 
assuming at this stage the larger portion of the burden, 

1. Role of the cooperatives 

a. Trains Pft ... pro spective , coope rative directors 

It is believed that the cooperatives can go a longer 
way in training prospective cooperative directors than 
in training their present crop of cooperative directors. 
Cooperatives have at least three courses of action in 
this regard: 

(1) The two other members of each barrio loan committee 
should be encouraged to participate in the discus¬ 
sions in the board; 

(2) Young promising members should be invited and en¬ 
couraged to attend board meetings and participate 
in the deliberations thereof. 
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(3) The members may choose a committee, say, of 
three to take active part in the board's dis¬ 
cussions. 


The above-mentioned group of prospective coopera¬ 
tive directors, each of whom may be designated as 
"junior" or "associate" member shall, of oourse, 
have no voting rights. 

To lend more effectiveness to the above, it is 
suggested that meetings of the board of directors 
be held alternately in the different barrios or dis¬ 
tricts embraced by a FaCoMa. In this way, the members 
in each barrio or district will have the chance to 
witness the board of directors in action, 

b. Training of Managers - 

While the training of cooperative managers may, 
at least for the present, be left with the /£CFA, 
nevertheless, cooperatives should initiate a program 
of preparing some of their employees for the position. 
For example, assigning promising employees to do ap¬ 
prentice work for the Manager may help immensely in 
making them familiar with the work of a manager and 
developing potential managerial timbers, 

2, Role of the ACCFA - 


a. 


J2lC.tgeg 


officials and em- 


In answer to the pressing demand for the services of 
trained cooperative personnel, ACCFA should launoh a . 
more practical and intensive program of training for all 
levelB of cooperative personnel. Said training should 
have special emphasis on the practical business aspect 
of the operations of cooperative including Cl) the pro¬ 
per preparation and use of the budget, (2) how to read, 
analyze, and interpret financial statements, (3) deter¬ 
mination of the break-even points of various operations, 
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(4) analysis of sources and application of funds, and 
(8) essential aspects of marketing of farm crops. 

In this connection, it is necessary that a program 
of training be formalized whereby incoming cooperative 
officials and employees shall have been fully trained 
first before they actually perform their jobs. 

b. Development of a pool of cooperative Managers ■ 

To fill the long-felt need for a ready source of 
trained cooperative managers who could be immediately 
called upon to man FaCoMas that cannot get competent 
managers, ACCFA should develop a pool of cooperative 
managers. 

For the purpose, ACCFA, in collaboration with the 
provincial federations and the CCE, should Initiate a 
program whereby promising managerial prospects, prefer¬ 
ably business graduates, shall, from time to time and 
as often as necessary, be recruited and thoroughly 
trained for cooperative managership. 

c. .Prior approval bv ACCFA of cooperative Manager, Secre¬ 
tary Treasurer and "Warehouseman •• 

To be assured that the management of a cooperative 
is in capable hands, it is proposed that ACCFA makes it 
a policy to require cooperatives to secure the prior 
approval of ACCFA for appointees to the key positions 
of manager, secretary-treasurer and warehouseman. In a 
way, ACCFA, in imposing such a requirement, is just in¬ 
voking a rightful prerogative of a financing institution 
to look after the security of its loans. 

d. Preparation of a iob description manual for cooperative 
officials and employees 

To serve as guide in the discharge of their duties 
and responsibilities, ACCFA should prepare a job descrip¬ 
tion manual for all cooperative officials and employees. 
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It is believed that full understanding and prooer use 
of the nanual will bring about a better definition of the 
duties and responsibilities of each and, thereby, among 
other things, obviate any overlapping of functions, 

Solving the Problems of the Management 

1. Financi ng and credit difficulties 

a. Role of the FaCoffag 

(l) Lack, of working capital 

It is obvious that the FaCoMas themselves 
should be the most interested parties in strengthen¬ 
ing their capital structure. Ag previously out¬ 
lined in a number of instances, there are at least 
four avenues open for the cooperatives in this re¬ 
gard - 

(a) To campaign for additional members; 

(b) To call for additional subscriptions from 
their present membership and/or request them 
to make full payments of their subscribed 
shares of stocks; 

(c) To amend their by-laws to provide for the sell¬ 
ing of preferred shares of stocks; and 

(d) To adopt a scheme of liquidating accounts re¬ 
ceivables including the conversion of accounts 
receivables into notes receivable. 

In this connection, the proposed conversion 
of accounts receivables into notes receivables 
may be achieved by requiring accountable parties 
to sign a promissory note good, for say, 30 
days, fixing the amount of interest the note 
will bear in case of failure to pay on the 
maturity date. 
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The above proposal eventually will mean - 
1. The accounts receivables will be confirmed. 

11, A definite commitment on the date of pay¬ 
ment of the Indebtedness shall be had, 

ill. The tied up funds will earn Interest, 

(2) Liberal credit plans 

The solution to the problem of liberal credit 
rests squarely on the shoulders of the co¬ 
operatives, Although the most logical and appropriate 
solution is obviously to put a total stop on credit 
sales, the impossibility of initiating such an abrupt 
measure, considering the existing conditions, points 
out to the need for a compromise solution, that is, 
if credit sales had to be made at all, they should 
be granted only to those receiving regular salaries. 

Hand in hand therewith should be the setting of 
a ceiling for sales on credit preferably on an in¬ 
dividual basis. 

If, however, a cooperative is bent on eliminating 
entirely credit sales, the best procedure would be 
to ask the whole membership, and not only the Board 
of Directors, to pass a resolution banning complete¬ 
ly sales on credit. 


(3) -Lack o f capital nlanninrr 

Regarding capital planning, cooperatives should 
make a thorough study of the projects they plan to 
engage in with particular reference to — 

(a) Whether such a project will render vital and 
necessary services to the farmer-members along 
their agricultural pursuits and will be ade¬ 
quately supported by them, and 
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(b) Whether such a project will be a paying propo¬ 
sition. 

Any new venture should satisfy both conditions 
and, in addition, should as much as possible be part 
of a long range program of activities of a coopera¬ 
tive. 


In this connection, in order to be able to 
keep close tab of the activities of cooperatives, 

ACCFA should, as previously proposed, require co¬ 
operatives to submit for approval any proposed project, 

b. Role of the ACCFA 

To effectively assist cooperatives in overcoming 
their credit and financing difficulties and/or prevent¬ 
ing occurrence thereof, ACCFA should - 

(1) Grant operating ca pital to cooperatives 

Subject to a more detailed study by the Credit 
and Finance Department, it is proposed that the 
operating capital loan be governed by the follow** 
ing policies: 

(a) Purpose of loan - To finance the operations 
of a cooperative in accordance with a budget 
priorly approved by the ACCFA, 

(b) Amount o f loan - Two alternative bases are 
advanced - 

First - the amount of loan shall not exceed the 
unpaid capital stock subscriptions of a co¬ 
operative at the time of application for loan 
or 

Second — the amount of loan shall be equivalent 
to the paid-up capital stock subscriptions at 
the time of application of loan, to be in¬ 
creased proportionately as the paid-up capi- 
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tal increases, but up to a period of not 
exceeding five years. 

(c) Security *- the assets of the cooperative. 

(d) Interest rate - 8 % per annum 

(e) Release of loan - the loan shall be released in 
the form of credit line, every release against 
which shall be subject to the approval of the 
Branch Office, 

( 2 ) Mppt. a more-reasonable.plan of repayment for facility 

laan 

Based on the common experience that cooperatives 
find it almost next to impossible to make their first 
amortization payment on their facilities out of the 
savings realized therefrom at least for the first 
two or three years of their operations, it is pro¬ 
posed that for the first two years, cooperatives 
should be required to pay only the interest on 
their facility loans, the first principal payment 
thereon to be made on the 3rd year. 

As a supplementary measure, the proposal for 
the ACCFA to exeroise more care in screening faclli*. 
ty loan applications is reiterated. The putting up 
for cooperatives of facilities which serve no fur¬ 
ther purpose than to sap the meager finances of the 
cooperatives is not helping anyj in fact it is re¬ 
tarding ACCFA '3 program of cooperative development. 

2 , Marketing and ot her services difflcultlen 

a, Lj .roj. ted an d/or uncertain market outlets 

Touching on the limited and/or uncertain market 
outlets, it is obvious that this problem is a direct off« 
shot of. the failure of the cooperatives to adopt a well- 
knit network of cooperative marketing system. This oalls 
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for a reexamination of the basic objectives for which 
the FaCoMas, Provincial Federations and the CCE had 
been organized and the close alignment of the activi¬ 
ties of each to their established objectives. As mar¬ 
keting channels, the most logical arrangement is for 
the FaCoMa to market the surplus produce of their mem¬ 
bers in their respective localities to the extent that 
can be absorbed by local markets; the Provincial Federa¬ 
tions to market all FaCoMa surplus’ that can be absorbed 
in their areas; and the CCE to market on a nation-wide 
scale the surplus produce of Provincial Federations, 

Considering that the cooperatives are in dire need 
of a systematic marketing system, it is high time that 
the best brains in cooperative marketing be brought to¬ 
gether to formulate an effective and workable system of 
cooperative marketing, 

b. Invariably high procurement coat of farm supplies and 
equipment and consumers’ goods 

To enable the FaCoMas to stock their stores with 
farm supplies and commodity goods which can be dis¬ 
posed of at a competitive price with other stores, the 
CCE should assert its role as procurement arm of the 
cooperatives and exploit the cheapest sources of com¬ 
modity goods. Only by being able to play such a role 
will the CCE escape the accusations of the FaCoMas 
that it is least concerned with the welfare of the co¬ 
operatives and that its activities are off-tangent 
from the real purposes and objectives for which a na¬ 
tional federation of cooperatives has been organized, 

c. Lukewarm attitude of farmers to accept changes in 
local busine ss practices 

Concerning the lukewarm attitude of the farmers 
to accept changes in local business practices, co¬ 
operatives should not be discouraged by initial set¬ 
backs in living up to their role as pace-setters in 
business practices. Sufficient provision should be 
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provided for the inherent trait of Filipino farmers 
to make slow adjustments to changes. Through per¬ 
sistent and gradual introduction of new practices, 
it is believed that the farmers will, in due time, 
realize the merit of shifting to advocated changes 
and eventually embrace the new practices, A skillful 
management should be able to show the advantages of 
new practices to the farmer-members, 

3. Poor membership support 

Although cooperative education campaign has been the 
usual solution advanced to draw up membership support, it 
is believed that another effective way to gain membership 
support is to show the members what a FaCoMa can really do. 
In other words, although loyalty of members may be awakened 
by an intensive cooperative education campaign, on the last 
analysis loyalty can only be fostered and maintained by de¬ 
monstrated efficiency of the operations of an association, 

A FaCoMa that can demonstrate to its members honesty, 
seriousness of purpose and ability to render service is as¬ 
sured of membership support. 

In this regard, the following activities, which should 
be undertaken by the FaCoMas with the close collaboration 
of the AC’CFA, are suggested: 

a. Screen pr esent membership 

(1) Classify per Memorandum No. 5CB into! 

(a) Privilege 

(b) Non-privilege 

(c) New 

Cd) Inactive 
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(2) Maintain up-to-date individual file for eaoh 
member, containing among other things the fol¬ 
lowing : 

(a) Name, age and address 

(b) Names and ages of wife and dependents 

(c) Land tenure status/sharing system 
Cd) Size of farm 

Ce) Production record 

(f) Record of pledges and deposits 

Cg) Loan repayment record 

(h) Social standing in the community 

(i) Participation in FaCoMa affairs 

(3) Convert common stocks of inactive members into 
preferred or non-voting stock and maintain a de¬ 
pendable list of active members, 

k* ErPCCaS . and orient applicants for me m bership thnrnnyt^ y 

Cl) Campaign for membership during pre-harvest lull in 
farm operations to enable new members who will de¬ 
liver their pledges even without first securing 
loans to qualify as privilege members, (This will, 
incidentally, test attitude of new members toward 
the FaCoNfe, ) 

(2) Brief in groups of 10 to 20 on nature of program, 
and moral and legal responsibilities before admis¬ 
sion, 

(3) Verify all statements in membership and loan appli¬ 
cations. 


STABILIZING THE COOPERATIVES 


Page 25 



c. Keep regular meetings or contacts between management 
and members 


(1) Schedule frequent barrio meetings and invite 
ACCFA, BAE, PACD, and other government officials 
to attend. These meetings should emphasize that: 

(a) Members own and should control the FaCoMa 

(b) They owe it to themselves and to their 
association to contribute to its capita¬ 
lization and patronize its business. 

(2) Invite loan committee and interested members to 
attend bot rd meetings, 

(3) Hold semi-annual stockholders meeting to give 
members opportunity to voice their opinions and 
wishes as to the operation of their coop, 

(4) Appoint good members to standing and special 
committees created by the board, 

(5) Issue stock certificates — Manager or Secretary- 
Treasurer should personally go out to barrios to 
do this and at same time hold information meetings, 

d. Publicize coop information 

(1) Make use of bulletin board, post: 

(a) Board resolutions 

(b) List of members, classified properly 
into privilege and non-privilege with 
their corresponding delinquencies. 

(c) Loan releases and repayments by districts, 

(d) Financial statements 
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(e) Other information that may be of interest 
te members. 

(2) Print coop organ and annual reports if financially 
feasible. 

(a) Articles and reports must be brief to be 
read 

>) In plain and simple language to be under¬ 
stood 

(o) Illustrated whenever possible 

(d) Must have "farmer appeal" 

°» PgQBPtq friend l y CQmpetltlon among t h e pood dlatrioti 
b.V holding cont ests and awarding prizes for 

(1) Highest repayment 

(2) Biggest deposit of crops 

(3) Highest production per hectare 

(4) Biggest attendance in meetings 

(5) Jlfember of the year, etc, 

f « . fa ! Ple c t the FaCpMa and its activities to the community 
at large, to 

Cl) Arouse pride on the part of members, 

(2) Gain publio interest, support and goodwill. 

(3) Promote FaCoMa business, particularly in 
marketing. 

(4) Curb a place in the economic, social and cul¬ 
tural life of the community. 
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4. Insuffici ent volume of business 


a » F afrlMra to enforce mark eting agreements 

Marketing agreements, if to be enforoed at all r 
should be enforced in full. There should not be any 
compromise on the matter unless strongly justified} 
otherwise (1) the expected volume of business of a 
FaCoMa will never be realized and (2) the necessary 
tie-up between ACCFA T s financing operations and the 
farmer- 1 orrowers’ compliance with their marketing agree¬ 
ments will lose its effectiveness if not totally come 
to naught. The marketing pledges must of course be 
honest both in amount and in willingness or intention 
on the part of tho members to comply with them because 
they reoognize the benefits of cooperative marketing. 

b. Slow mov ing merchandise 

FaCoMas should pay more attention to their purchases 
of consumers’ goods. By this time, with the experience 
they have had in store operations, it is believed that 
FaCoMas are now in a good position to determine what 
merchandise are fast moving and in big demand by their 
members. Competent guidance by Federation, CCE and 
ACCFA experts should, however, be available at all 
times. 
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PART VI. . ADOPTION OF NECESSARY POLICIES AND/OR MEASURES 
^PHASE I); PROMOTING CLOSER SUPERVISION 
OF COOPERATIVES ~~ 

This phase has the following outstanding features - 

1 , Reorientation of ACCFA fieldmen on the goal of super** 
vision, 

2 , Establishment of a well-defined working relationship 
between the Field Services Department on one hand t 
and other departments in the Central Office, on the 
other, 

3, More realistic organization and management of branoh 
offices, 

4, Shifting from the general to the specialized method of 
supervision, 

5, Adoption of a more practical program of training for 
ACCFA fieIdmen. 

Reorienta tion of ACCFA Fieldmen On the Goal nf 
Cooperative Supervision 

To serve as guidepost in the exercise of ACCFA’o supervisory 
powers over the cooperatives, it is believed a wise step to in- 
culcate once more in the minds of ACCFA fieldmen the goal of co¬ 
operative supervision. For this purpose, the following disserta¬ 
tion on the goal of supervision is quoted from the Cooperatives 
Department’s "A Plan of Organization and Development of Agricul¬ 
tural Cooperatives in the Philippines." 

"The objective in supervising cooperatives should be 
to provide just enough guidance and external control so that 
they (the cooperatives) may operate efficiently without in 
anyway Infringing upon the basic right of the association 
and its members to decide and act in their own interest. 

Too much interference with the management of cooperatives 
might lead to total dependence on government direction and 
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assistance. On the other hand| inadequate supervision 
may result t as it has already resulted, in mismanagement, 
dishonesty, or expansion of activities beyond the capacity 
of cooperatives and the limitations set by their articles 
of incorporation and the law. Supervision to be most ef¬ 
fective and of permanent benefit to cooperatives should 
give officials and members of these organizations as much 
opportunity as possible to discover their own weaknesses 
and shortcomings and formulate needed remedies and solu¬ 
tions. Government supervision should be limited to provi¬ 
ding only necessary restraint on their activities and com¬ 
petent advice as to how best approved activities may be 
carried out,'' 

Implication ; 

By clearly defining the goal of cooperative supervision, 
it is felt that otherwise avoidable misunderstanding on or 
misinterpretation of the extent and limitations of ACCFA’s 
supervisory powers will be substantially minimized in the 
sense that ACCFA fieldmen will be better guided in the per¬ 
formance of their supervisory activities. The attainment of 
the desired reciprocal cooperation between ACCFA and the 
cooperatives will naturally be the ultimate laudable out¬ 
growth thereof, 

®• .Establishment of a Well-defined Working Relationship 
Between th e Field Services Department and Other 
Departments in the Central Office 

Although the still fluid sot-up and functions of the newly 
oreated Field Services Department precludes a conclusive evalua¬ 
tion of its expected role in ACCFA’a operations, indications are 
that said department will function no differently from the former 
Office of the DIFSER but for two changes, namely, (l) it (Office 
of the DIFSER) has been reduced to a department level and (2) the 
corp of Field Supervisors has replaced the Regional Supervisors, 

Should such be the case, it is apparent that the ACCFA has 
gone no nearer to solving the problems which the vague definition 
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of working relationship bstwoon tho DIFSER and other units in 
ths Central Office has shown or should have shown. 

The Proposal! 

Not only to maintain and preserve, but also to strengthen 
and firm up the desirable straight line of command and res¬ 
ponsibility between the Branch Offices and Administrator, 
it is proposed that the Held Services Department be organized 
into an Ingpegtlpn and e xamination unit, an independent office 
unde’r the Administrator, whose main tas^ will be to deteot 
problems and weaknesses :ln the operations of both the ACCFA 
Branch Offices and the cooperatives, particularly in those 
of the former, and to report its findings, together with re¬ 
commendations, to the Administrator, 

In this connection, the advisability of merging the pro¬ 
posed unit with the Office of the Cooperative Auditing Exa¬ 
miners should be seriously looked into. 

Implication; 

With its functions confined to the inspection and exa— . 
mination of field operations, the Field Services Department 
will relinquish administrative control over ACCFA Branch Offices 
and thereby remove the root cause of confusion in its activi¬ 
ties, An orders and imtructions, as heretofore, will be is¬ 
sued by the Administrator, 

C. More. Realistic Orga nization and Management, of ACCFA 

Branch Offices 

ErQPPBal 1» Adopti on of a more definite and realistic 
po licy on the staffing of ACCFA Branch 
O f f i ces. b_Q.t_h.in comnorltl on and number 

Premised on the assumption that ACCFA will adopt the spe¬ 
cialized method in favor of the present general method of 
supervision (Please refer to D, below), it is specifically 
proposed that the following compose the regular staff members 
of Branch Offices? 

Provincial Director 

legal Officer (with as many assistants as are necessary) 
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Cooperative Supervisor 
loan Supervisor 

An Assistant Provincial Director, as well as appropriate 
number of clerical assistance, may be added to the staff de¬ 
pending on the scope of ACCFA-FaCoMa operations under a 
Branch Office. 

Both the Provincial Director and Legal Officer will dis¬ 
charge the functions as defined in Circular O^C, The Co¬ 
operative Supervisor and Lodn Supervisor will plan, direct, 
control and coordinate the activities of the Cooperative 
Agents and Loan Agents, respectively. 

Implications; 

A vitally necessary uniform and truly responsive super¬ 
visory machinery should be and can be set up in the field. 
Particular attention is invited to the fact that high leader¬ 
ship qualities and thorough understanding of ACCFA's program 
and FaCoMa operations must be required of provincial staff 
particularly of the Provincial Director. 

Proposal 21 Mppt.iQn_a.nd. .installation of a uniform system 
of record keeping and f iling in all Branch 
Offices 

It is proposed that two (2) ledger records be kept and 
maintained in all Branch Offices, namely — 

a. _l£an. Releases and Repa yments Ledtrer - a record of all 
loan releases and repayments segregated by type and by 
crop year. 

Income and Exp ense Ledtrer - a record of income (interest 
on loans) and expenses (salaries and wages, per diems, 
traveling expenses, etc). 

In the case of the filing system, it is particularly 
suggested that - 

a. The individual filing method for members be adopted. 
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b f An forms of communications be properly filed in ac¬ 
cordance with a "classification control list", 

o. Provision should be made for the disposition of obso¬ 
lete records. 

IjaBljca.tJ.Qns: 

a. By keeping a record of all loan releases and repayments t 
which, incidentally, must necessarily be reconciled 
with the records in the Central Office at liast once 

a month, the Branch Offices will have a better idea of 
the status of their loaning operations and, therefore, 
be better guided in taking appropriate steps relative 
thereto. In addition, this arrangement may be consi¬ 
dered as a desirable forward step in the proposed decen¬ 
tralization of ACCFA 1 s loaning activities, 

b. The ^ncome and Expense Lodger will, no doubt, be greatly 
instrumental in making the Branch Offices cost conscious 
in their operations as such a record, in effect, will 
reflect the results of their operations in peso form. 

On the part of the ACCFA, it will be provided with an 
invaluable tool in planning the organization and in di¬ 
recting and controlling the operations of Branch Offices, 

c. The Branch Offices will be run more on a businesslike 
manner with the installation of an orderly and systematic 
record keeping and filing systems, 

B, Shifting from the Genera l to the Specialized Method 
Qf_C.QQperatlve Supervision 

With the increasing complexity of the operations of coopera¬ 
tives, it is but logical that there should be a shift from the 
general to the specialized method of cooperative supervision, 

A plan for this type of supervision is outlined below, 

l. AreAs._of speciali zed supervision 

Cooperative activities may be divided into two specialized 

supervisory areas 8 


STABILIZING THE COOPERATIVES 


Page 33 



a » gdnduot of .. cooperative business ~ includes financing, 
marketing of members' produce, procurement of farm sup¬ 
plies and equipment, maintenance of accurate accounting 
•and allied records, personnel administration, and general 
office management, 

b. Loan sprv.lcinr; and membership relations - includes loan 
processing, distribution, and collection and establish¬ 
ing and maintaining good relationship with members, 

2 . Sa BSryigQry personnel - designation, qualification and distri¬ 
buti on 

a. Designation and c:**.!! fl oat ion of supervisory personnel 

In accordance with the above mentioned two special¬ 
ized supervisory areas, it is proposed that two kinds of 
agents be created: 

Cl) Cooperative Agent - to supervise the conduct of 
cooperative business phase 

(2) Loan A pent - to supervise the loan serv; cirg wad mem¬ 
bership relation phase 

F or Cooperative Agents , graduates of business or commerce 
with training and experience in the cooperative way of doing 
business are to be preferred. 

For Loan Agents , those who have had training and experience 
in administering ACCFA loans and in cooperative education and 
information activities are the logical choice. 

In this connection, it is pointed out that fieldmen, 
qualified to discharge the duties and responsibilities of the 
above mentioned field agents, can be recruited from ACCFA*s 
existing field personnel. 
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b. Distribution 


It Is proposed that a Cooperative Agent and a Loan 
Agent be assigned to supervise a maximum of three FaCoMas 
each, preferably, although not necessarily, to work as a 
team. 

Implications : 

The adoption of the specialized method of supervision 
will greatly simplify and enhance the effectiveness of guid¬ 
ing the activities of cooperatives as it would mean the direc¬ 
tion of supervisory efforts of ACCFA*s fieldmen to those co¬ 
operative activities with which they are most familiar. 

IU Practical, Profrram of._Trainingfor ACC_FA_Fjeidmen 

For a more realistic and effective program of training for 
ACCFA fieldmen, it is proposed that a continuing program of train** 
ing for fieldmen be limited in scope to the Branch Office level 
frith the cooperatives thereat, on a rotating basis, to be used as 
workshops. This time, the bulk of the training should be on the 
practical aspect of the management and operations of cooperatives. 
Said training or seminars may be done on a monthly basis separate** 
ly for the two kinds of field agents, each group to be guided by 
the Supervisor concerned; that is, the training of the Cooperative 
Agents shall be conducted by the Cooperative Supervisor while 
those of the Loan Agents shall be under the Loan Supervisor. 

Implications: 

The training program will have a direct bearing on the 
practical solution of problems obtaining in the area - local 
problems, By slanting the training on the practical aspect 
of their jobs, the usually unnecessary and time-consuming 
lectures on the technical phase of their work will be great - * 
ly minimised t 
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F, Cooperative Projects Must be Approved bv ACCFA 


To prevent the cooperatives from freely or indiscriminately 
engaging in unsound projects, it is proposed that the ACCFA 
should make it a standard operating procedure to require the co¬ 
operatives to submit for approval a complete prospectus of any 
proposed project before they embark upon it. 

Implications : 

The indiscriminate branching out by cooperatives into 
unsound projects, freqantly not within their powers, will 
be checked. In addition, the management of cooperatives 
will be more conscious of the need for sound capital and 
project planning, 

G, Initiation of the "Joint Bank Account" of Loans 

As an added safeguard in forestalling the diversion of loan 
funds for other purposes, it is proposed that the loans released 
to a cooperative be placed under a joint bank account of the co«*» 
operative and the Loan Agent assigned to supervise it. 

In advancing this proposal, it is recognized that in seeing 
to it that loans are disposed of as intended, there is no subs¬ 
titute for the personal supervision by ACCFA fieldmen of loan re¬ 
leases. However, it is felt that such a supervision can be ren¬ 
dered more effective if ACCFA fieldmen have a means of control¬ 
ling withdrawal of loan funds. 

As an added feature, it is believed desirable for the Loan 
Agent to set a maximum amount that can be withdrawn at a time - 
the amount to depend, among others, to the proximity of the co¬ 
operative to banks. This will serve as a precautionary measure 
in checking and controlling misapplication of ACCFA funds just 
in case for some reasons or another a Loan Agent fails in hia 
supervisory work in the actual releasing of loans. Said fore¬ 
seeable and expected deficiency in supervisory work can be made 
up by the strict imposition of a requirement that every loan 
withdrawal should be accompanied by a full accounting of the 
preceding withdrawal. 
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H. Revival of the Use of the Logbook 


As an additional help for evaluating the performance of 
ACCFA fieldmen, the full use of the logbook is once more recom— 
mended. The logbook shall be used by the fieldmen in writing 
down problems, weaknesses and/or defects noted in each visit 
Including the comments, instructions and/or suggestions made 
by him to the management of the cooperative. 

Implications : 

The logbook will not only serve as a good medium in 
evaluating the activities of field agents but will also pro¬ 
vide a cooperative a good reference or guide in putting into 
effect the observations and recommendations made in their 
operations. 

On the part of ACCFA field supervisors, such a logbook 
will be a valuable guide in evaluating the performance of 
ACCFA fieldmen and in following up action taken on the re¬ 
commendations given to a cooperative. 
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PART VII. ADOPTION OF NECESSARY POLICIES AND/OR MEASURES 
(PrASE I): IMPROVING OVER-ALL ACCFA-FACOMA 
OPERATIONS 


Presented hereunder is a list of proposals, favorable con¬ 
sideration of which, it is strongly felt, will contribute im¬ 
mensely to the improvement of the over-all ACCFA-FaCoMa opera¬ 
tions, It will be noted that the list has been narrowed down 
to the most essential and timely points to fully accentuate 
the importance thereof, 

A, Proposed Program for Resolving the Problem of 
Misapplication of ACCFA Funds 

Fully cognizant of the serious proportion misapplication 
of ACCFA funds has grown into and the deeply—felt injury it 
has already inflicted on ACCFA’s operations, there is being 
presented a concrete program for solving the problem of mis¬ 
application of ACCFA funds consisting of two phases — 

1, Preventing misapplication of ACCFA funds 

2, Liquidating misapplied ACCFA funds 

The two phases are discussed separately hereunder. 

Phase 1 ; Preventing M isapplication of ACCFA Funds 

In accordance with the conventional method of solving 
problems of this nature, the root cause and the sources of 
misapplication of ACCFA funds were first ascertained before 
the remedial or preventive measures were formulated, 

a• Root cause of misapplication of ACCFA funds 


An evaluation of the varied reasons advanced by the 
management of cooperatives for indulging in the unde¬ 
sirable practice conclusively shows that misapplication 
of ACCFA funds is just the effect or offshoot of a still 
more serious problem - the inability of the cooperatives 
to finance their operations. It appears, therefore, that 
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the low or Inadequate finances of the cooperatives is the 
root cause of the malpractice of misapplying ACCFA funds. 

b. Sources of misapplication 

Misapplied ACCFA funds may be traced to the following 
sources - 

(1) Undistributed production and farm improvement loans 

(2) Unremitted loan collections! both principal and 
interest payments 

(3) Trust funds for pa lay and copra trading operations 

(4) Unused facility loans for building constructions; 
also sack loans 

(5) Unused or unremitted merchandising loans, 

c. Recommended preventive measures 

After carefully considering the matter, it appears 
incumbent upon the ACCFA, on whose shoulders fall the 
bulk of responsibility for curbing misapplication of ACCFA 
funds, to seriously pursue two courses of action — 

(1) Assist the cooperatives in placing their finances 
on a sounder footing, and 

(2) Exercise tighter control of ACCFA funds. 

It is emphasized that vital to the complete solution 
of the problem is the successful pursuance of not only one, 
but both courses of action. 

Cl) Assisting the cooperatives place their finances on 
a sounder footing 

Aside from tapping to the fullest possible ex¬ 
tent capital contribution of the members in their 
cooperatives, it is recommended that ACCFA should - 
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(a) Grant operating capital loan to cooperatives — 
the direct method of strengthening their finances 
(please refer to page 21 for proposed policies 

in the granting thereof). 

(b) Assist in the capital planning of cooperatives - 
the indirect way of placing the finances of coop¬ 
eratives on a more stable basis. This can be ac¬ 
complished by - 

i« Guiding the cooperatives in the proper pre¬ 
paration and use of their budget 

ii. Requiring cooperatives to submit proposed 
projects to the ACCFA for approval (please 
see page 36 ) 

ill. Adopting more realistic loaning policies, in¬ 
cluding 

(i) Sounder plan of repayment for facility 
loans 

(ii) Thorough screening of facility loans 

(iii) Systematic granting of facility loan 
for sacks. 

(c) Assist in reducing cost of bonds, insurance, etc .- 
ft big item in the operating cost of the FaCoMas. 

i # The possibility of negotiating with bonding 
and insurance companies for a consolidated 
low premium plan for FaCoMa officials and 
facilities should be seriously looked into 
and where obtained should be worked out, 

(d) Increasing turnover and volume of business - a 
more positive and desirable way of building up 
financial stability is for the FaCoMas to develop 
a year-round propram of marketing and procurement 
thru which turnover and volume can be increased. 
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The whole cooperative chain, from the FaCoMas to 
the CCE should geared to this objective (please 
refer to(pages 22-23), ACCFA financing and super¬ 
vision should be aliened to induce, support and 
promote this program, 

(2) Tightening control of ACCFA funds 

A vital aspect of the prevention of misapplication 
phase, a simple but effective way of controlling ACCFA 
funds in the possession of FaCoMas is outlined here¬ 
under, 

(a) Funds handled by FaCoMas 

All funds handled by FaCoMas may be classi¬ 
fied under two categories - 

i, ACCFA funds - funds representing loans re¬ 
leased by ACCFA and/or loan collections for 
the ACCFA, 

ii, FaCoMa funds - funds representing farmer- 
members' contribution to FaCoMa capital, 
fund increase due to savings, funds received 
from outside creditors and funds held in 
trust other than ACCFA funds, 

(b) Determination of ACCFA funds 


i, Basic required information .- 

In order tc be able to determine the 
amount of ACCFA funds in the possession of 
a FaCoMa Secretary-Treasurer, the ACCFA 
fieldman should know the following: 

(i) What the different kinds of loans being 
granted by the ACCFA are and the purposes 
for which they are granted; 
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(ii) How much of said loans was released 
by the ACCFA to the FaCoMa; 

(iii) How much of said loans received by 
the FaCoMa was piven to farmer- 
members or used to finance purchase/ 
construction of facilities/merchan- 
disinc operation, 

(iv) How much of those loans granted to 
farmer-members was collected or 
how much was the proceeds from sales 
of crops/facilities financed by 
ACCFAj 

(v) How much of the total amount col¬ 
lected by the FaCoMa was remitted 
to the ACCFA. 

ii* How to compute ACCFA funds - With the above 
information, computation of ACCFA funds can 
be facilitated with the use of a suggested 
form which is illustrated hereunder: 


• t 

• PARTICULARS 

• 

'LOANS PAYA-' 
' 'BL2-ACCFA ’ 
’ A/ 

JOANS RE- ' ' 

CEIVABLS 'ACCFA FUNDS’ 

y • c/ 

* Crop Loan 1955-56 
•Total loans released by 

* ACCFA 

f f 

f 9 

t 9 

(ii)' P10.0C0 ' 

i 

t 

t 

t 

no. ooo 

Total, loans released to 

t 

i members 

f 9 

(iii) I ! 

» 

PS,000 ! 

(8,000) 

i 

Undistributed loans 

V 9 

9 9 

t 

f 

P 2,000 

t ff 

Total collections from mem- 

t i f 

bcrs (iv) 

1 — f _ * 

t 

(6,000)* 

6,000 

'Total remittances to ACCFA (v)' (7,000)' 

» * L 

! 

I 

(7,000) 

• 

, Balances 

(-r 

, 1-3,000 , 

J 

P2,000 , 

n.ooo , 
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A/ Loans payablo - either crop or farm improvement loar. 

released by ACCFA, credited to crop 
or farm improvement loar- payable 
accounts, 

B/ Loans receivable- crop or farm improvement loans given 

to members, debited to crop or farm im¬ 
provement loan receivable accounts. 

C/ ACCFA funds computed as follows: 


Total loans released by ACCFA - - P10,000 

Less loans released to members- - - 8.000 

Undistributed loans --- - - - - p 2,000 

Add collection of loans from 

members ------------- 6,000 

Total ACCFA Funds --------_p 8,000 

Less remittances of loans to 

ACCFA ---- 7.000 

Balance of ACCFA Funds-P 1,000 


(ii), (Hi), (iv), and (v) - See item i^ above. 

The above balance of funds could be counter-checked by 
securing the balances of loans payable account (credit 
balance) and loans receivable account (debit balance) 
from the trial balance or general ledger, 

(c) How to control ACCFA funds - 

To effect control of ACCFA funds the fol¬ 
lowing procedures should bo performed by the ACCFA 
fleldman: 

i, A cash count should be conducted, 

ii, A statement of the FaCoMa f s bank account 
should be secured from the bank. 

ill, ACCFA funds should be determined with the 
aid of the form per No, ii. 


STABILIZING THE COOPERATIVES 


Page 43 








iv. Immediate remittance of ACCFA fund balances 
should be caused by requiring the FaCoMa 
Secretary-Treasurer to deposit the cash on 
hand and to issue a check corresponding to 
the ACCFA fund balance as computed. 

In this connection, an ACCFA fieldraan may 
also prevent and/or detect misapplication of funds 
by making use of the following accounting records: 

1, Repayment/Collection Summary 

2, Journal and Cash Record 

The full use of the above records for the 
purpose in question may bo gathered in the un¬ 
numbered memorandum dated November 19, 1957, 

Phase 2: Liquidating Misapplied ACCFA Funds 

Representing the other half of the proposed program for 
resolving the problem of ACCFA funds, this phase features a 
scheme of liquidating existing misapplied ACCFA funds wherein 
recommonded measures and/or activities, conveniently broken 
down into the ACCFA and FaCoMa level, are outlired and spelled 
out below. 

As a preparatory step, it is, of course, necessary that the 
exact amount of ACCFA funds misapplied by individual FaCoMas be 
ascertained, and the item or items to which the misapplied ACCFA 
funds had been diverted be determined, 

a, Recommended liquidation measures on the ACCFA level 

For the purpose of creating funds which the ACCFA can 
conveniently use to cover ACCFA funds misapplied by FaCoMas, 
it is recommended that ACCFA defer all (or for an specific 
number of years, say 2 or 3 years) delinquent amortization 
payments on 10-year facility loans to the due date thereof. 
The funds so created, in the form of principal payments 
made on the aforementioned loans, can then be applied to 
the ACCFA funds misapplied by FaCoMas concerned. 
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In addition, it is recommended that the facility loans 
on the above be increased to 80% of their present book va¬ 
lue, Again the funds so created, representing the increase 
in their loan, can be used by the FaCoMas concerned to 
cover up misapplied ACCFA funds. 

It will bo noted that in the above recommendations, no 
transfer of actual cash is involved; they merely involve 
transfer of accounts, 

b. Recommended liquidation measures on the FaCoIvla level 

The adoption of the following guides in the liquida¬ 
tion of the different items to which ACCFA funds had been 
diverted is recommended: 

Cl) Facility loan, farm Improvement loan and, production 
loan - 

The loans should be placed in proper order or 
"legalized” in accordance with Memorandum No, 96 dated 
June 13, 1955, The usual documents should accompany 
the loan applications together with the Provincial 
Director's report and recommendations. It should be 
understood that the amount of loan to be applied for 
should be " only in exchange for check or cash suffi¬ 
cient to cover amount misused", 

(2) Commodity loan - 

Liquidation of the palay stocks covered by the 
commodity loan should be made at the most appropriate 
time. Said liquidation should be undertaken under the 
direct supervision of an ACCFA fieldman and proceeds 
from sales thereof immediately remitted to the Central 
Office. 

In the case of unsettled commodity loans granted 
against no longer existing stocks, the Provincial 
Directors should conduct a thorough investigation of 
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the matter, pinpoint erring parties and file court 
suits against them should they (the orring parties) 
refuse to settle the matter amicably, 

(3) Consumers* goods - 

Proceeds from daily sales of the stores of 
FaCoMas concerned should be remitted to the Central 
Office until after the misapplied amount had been 
fully covered up. In deserving cases, a new mer¬ 
chandising loan may be granted to maintain operations 
of the store, 

(4) Palay purchase - 

(a) In case of palay stocks purchased by the FaCoMa 
out of ACCFA funds for which no commodity loan 
had been granted to the FaCoMa, the Provincial 
Director concerned should require the management 
of the FaCoMa to endorse to the ACCFA the ware¬ 
house receipts covering said palay stocks. The 
Provincial Director should take possession of 
said warehouse receipts and dispose of the palay 
stocks at appropriate time or prices, 

(b) With regard to those palay stocks purchased with 
ACCFA funds and commodity loan had been granted 
to the FaCoMa, the Provincial Director should 
see to it that said palay stocks are liquidated 
either under his personal supervision or under 
one of his fieldmen, 

(c) From the proceeds of the sale, the amount cor¬ 
responding'’ to the ACCFA funds misapplied should 
immediately be remitted to the Central Office, 

(5) Other FaCoMa disbursements - 


(a) Operating expenses - 

(i) If the disbursement of the amount is 
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covered by or within the allocation in the 
budget of the association as approved by 
its members, the association should be made 
liable for the amount in question. In which 
case, the FaCof/ia should be exhorted to raise 
funds for this purpose by any or all of the 
following means: (1) intensive collection of 
accounts receivable; (2) immediate liquida¬ 
tion of distributed cash advances; (3) urg¬ 
ing members to increase their subscription 
to the capital stock of the association; and 
(4) intensive campaign for additional mem¬ 
bers. 

(li) Should the amount prove to be in excess of 
the allocation in the approved budget but 
was disbursed by virtue of a resolution of 
the .Hoard of Directors, the members of the 
board who voted in favor of such disburse¬ 
ment should be held jointly and severally 
liable for the expended amount and should 
be made to pay. If necessary, they should 
be prosecuted. The advisability of taking 
appropriate steps for the removal of said 
erring cooperative directors should also be 
looked into. 

(iii) If the disbursement was made in excess of 

the allocation in the budget and without any 
covering board resolution either, the dis¬ 
bursing officer, which is tho Secretary- 
Treasurer, and the officer or officers who 
authorized said disbursement, which may 
either be the Mana[ er or the President or 
both, should be made to answer for the 
amount in question. They should be prose¬ 
cuted and their bonds held until after 
settlement of accountabilities. 
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In all these cases, the granting of 
ACCFA financial assistance to the FaCoMa 
will be suspended if within 60 days there 
is no receipt of a certification from the 
Provincial Director that - 

(i) All accountable officials had been 
fully pinpointed and their accounta¬ 
bilities ascertained; and 

(ii) All erring FaCoMa officials have 

been removed from office and replaced 
with competent ones. 

(iii) Accountabilities have been settled. 
The Secretary-Treasurer and the Ma¬ 
nager should be caused to be dis¬ 
missed from office unless they can 
satisfactorily justify the continued 
holding of their positions. 


(b) Cash Advances - 


The management of the FaCoMas concerned 
should be instructed to prepare a schedule of 
recipients of cash advances. With the schedule 
as basis, parties concerned should, through writ¬ 
ten demands, be given an specific date in which 
to make good their accountabilities (one month, 
at most). After the expiration of the deadline, 
all parties who still have unsettled accountabi¬ 
lities should bo prosecuted. 

In addition, the officials of the FaCoMa 
responsible for the release of such advances 
should be pinpointed, dismissed and if necessary, 
prosecuted. Their bonds should be withhold and 
confiscated should those who received cash ad¬ 
vances fail to liquidate their accountabilities. 
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(c) Receivables - 


The management of the FaCoMas concerned 
should be instructed to prepare a schedule of 
those parties who have outstanding- indebtedness. 
An intensive campaign on an individual basis 
should then be made to press the collection of 
all receivables. 

As in the preceding case, officials of the 
FaCoMa responsible for the release of such ac¬ 
counts receivable should be pinpointed, dismissed 
and if necessary, prosecuted. Their bonds should 
be withheld and confiscated should those who re¬ 
ceived said accounts fail to liquidate their ac¬ 
countabilities. 

In order that this Office may keep track of 
the receivables of FaCoMas in an area, Provincial 
Directors should be directed to submit, as re¬ 
quired, a schedule of receivables (ACCFA Form 
Co-op 36—B), 

(d) Other assets - 

The management of FaCoMas concerned should 
be enjoined to raise funds to cover up for the 
misapplied amounts, 

3, Merger of Cooperatives 

Not an unusual development in any cooperatives program, 
merger of cooperatives can bo used to good advantage in ACCFA's 
efforts to place its cooperatives program on a definitely so¬ 
lid front. The proposed step can be effectively resorted to 
either between weak adjacent FaCoMas or between weak and 
strong FaCoMas, 

Subject, of course, to a more detailed study on the legal 
points involved, outlined hereunder is a proposed mechanics 
for merging FaCoMas: 
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Step 1 - Call a special meeting- of the members of the merging 
FaCoMa for the purpose of considering, among others, 
the following: 

a. Proposal to merge with another FaCoMa, setting 
out the terms, conditions, and the details of the 
merger, such as: 

(1) Assignment of all the assets, subject to 
liabilities of merging FaCoMa in favor of 
the absorbing FaCoMa and designating the 
officer or officers who will sign and execute 
the corresponding deed of conveyance, (Con¬ 
sent of the creditors to the transfer to, 

and assumption of the liabilities by the ab¬ 
sorbing FaCoMa must be secured,) 

(2) The determination of the rate of exchange 
between the shares of the merging FaCoMa and 
the absorbing FaCoMa i,e, taking into consi¬ 
deration the net worth of the merging FaCcMa 
and the book value of the shares of the ab¬ 
sorbing FaCoMa 

(3) Members who do not agree or consent to the 
merger should oe given their corresponding 
participation with the corporate assets, as 
liquidating dividends, after providing for 
its outstanding liabilities, 

b. Proposal to dissolve the merging FaCoMa under 
Art, 41, of Act 2508 (Agricultural Credit Coop¬ 
erative) which is applicable to FaCoMas organized 
under Act, 3425, in conjunction with Chapter 
XXXIII, Sec, 214 of Commerce Administrative Order 
No, 15, The resolution to dissolve must be ap¬ 
proved (1) by 2/3 vote of all the members and 
(2) the ACCFA, 
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Step 2 - File Resolution of Dissolution with the S,E,C thru 
ACCFA, in triplicate, duly certified to by the 
President, the Secretary and a majority of the mem¬ 
bers of the Board of Directors, 


Step 3 - Execute Deed of Conveyance transferring all the 

assets, subject to liabilities, of the merging FaCoMa 
in favor of absorbing FaCoMa for which shares of ab¬ 
sorbing FaCoMa equal to the value of the assets trans¬ 
ferred will be issued to the members of the merging 
FaCoMa, Shares to be issued may be taken from the 
unissued shares if there are any or sufficient. If 
there are no unissued shares or the unissued shares 
will not be sufficient, the absorbing FaCoMa will have 
to increase its capital stock to create the shares. 

In the increase of capital stock, the assets of the 
merging FaCoMa may be used as payment to the subs¬ 
criptions to the increase with the members of the 
merging FaCoMa as subscribers thereto. Where shares 
will be issued by the absorbing FaCoMa in exchange 
for the assets, the consent of the ACCFA must be 
secured. 

Step 4 - Call a meeting of the Board of Directors of the ab¬ 
sorbing FaCoMa to approve and accept the terms, con¬ 
ditions of the merger, 

C, Recording Accrued Interest Due ACCFA on 
FaCoMa Books of Accounts 


Primarily due to the existing practice of not charging to 
operations the amount of interest due ACCFA on FaCoMa loans, 
the operating statements of FaCoMas invariably show savings 
which could have easily been offset by the unpaid due interest. 

In order to correct the situation and thereby enable the 
management to have on hand the true picture of the results of 
their operations, it is proposed that all accrued interest due 
ACCFA be properly recorded in the FaCoMa books of accounts - 
to be charged to operations and set up in the books as interest 
payable to ACCFA, 
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For this purpose, the proposal is reiterated that the 
Office of the Accountant should send to FaCoMas quarterly 
statements of their loans, including accrued interest, in 
order that FaCoMas, among others, may be properly guided in 
recording the exact amount of accrued interest. Meanwhile, 
every quarter, pending receipt of the quarterly statement from 
the Office of the Accountant, FaCoMas should be required to 
calculate the accrued interest on their loans and charge it 
against their quarterly operations. The calculated accrued 
interest can be subsequently reconciled with the quarterly 
statement from the Office of the Accountant. 

Adoption of a More Systematic Treatment of Sack Loans 

Without underscoring any further the recognized difficul¬ 
ties being encountered both by the ACCFA and the FaCoMas in 
the existing sack loan deal, it is proposed that a more sys¬ 
tematic treatment of sack loans be adopted in accordance with 
the following scheme. 

At the start of the year, a FaCoMa should estimate its 
sack requirements. Based on such estimate, ACC FA will then 
grant sack loan to the FaCoMa. 

For the use of the sacks, the FaCoMa should charge either 
the member-users or the FaCoMa operation particularly concerned, 
usually the warehouse, a corresponding/ fee. At no instance 
should the FaCoMa tolerate, much less consent, to the use of 
any saclg for free. All income derived from the use of the 
sacks or from the sales thereof, as in the case of sacks used 
as rice containers, should be properly accounted and remitted 
to the ACCFA on a monthly basis, if possible, to apply to the 
FaCoMa's sack loan. 

At the end of the year, the old and new sacks should be 
inventoried to serve as basis for the ACCFA in renewing' the 
sack loan. The renewed sack loan should be equivalent to the 
inventory value plus a reasonable amount to take care of new 
sacks needed. Through this arrangement, there will be no de¬ 
linquent sack loans year in and year out as there are now. 
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PART VIII. « IMPIEMENTATION OF PROPOSED PLAN 
OF APPROACH (PHASE II) 

With ACCFA*s supervisory machinery geared to cope with the 
gigantic task ahead in accordance with the recommendations in 
Phase I, the question arises * How will the ACCFA, specifically 
the Branch Offices, go about in improving the management and 
operations of cooperatives? 

The ACCFA Branch Offices are particularly singled out be¬ 
cause the bulk of ACCFA’s cooperative stabilization activities 
has to be done in the field. 

The proposed pattern of approach is outlined hereunder* 

1, Sizing up the cooperatives - (What is the status of the 
cooperatives? ) 

This calls for a detailed analysis and evaluation of 
tho management and operations of individual FaCoMas under 
a Branch Office with a view to ascertaining the true 
status of each, 

2 , Mapping out course of action - (What should be done?' 
How?) 

Ch the basis of the findings in 1, each Branch 
Office should map out a concrete work program, both on 
the Branch Office and on the FaCoMa level, for stabili¬ 
zing the cooperatives, 

3, Adopting a system of direction and oontrol - (How is the 
work program being implemented?) 

Each Branch Office should adopt a systematic system 
of checking up the progress of the implementation of 
recommended activities, 

A detailed discussion of the plan of approach follows* 
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A. Sjglng up the Cooperatives 


X* Objective » To ascertain the true or actual status of the 
management and operations of individual FaCoMas, 

2. Specific activities 

In addition to the checking up of the items contained 
in the proposed "FaCoMa/Federation Inspection Report•' 
(Annex "A"), the following pertinent activities are sug- 
gested on an individual FaCoMa basis: 

a, Critical analysis and evaluation of « 

(1) Financial condition (particularly accounts re« 
ceivable, misapplied ACCFA funds and members* 
equity) 

(2) Results of operations by project or department 
(store, warehousing, milling, trucking operations 
etc.) 

b. Individual appraisal of FaCoMa officials and employees 
in accordance with their - 

(1) Qualification 

(2) Performance in office 

o. Ascertain status of loaning operations (loan releases 
and loan repayments by type of loan and by crop year) 

3» Fjeidmen particul arly concerned 

The Cooperative Agents and Loan Agents should spe¬ 
cifically be charged with the accomplishment of the above 
activities in the FaCoMas they were assigned to supervise. 
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B. Mapping Out Course of Action 


1. Objective* To formulate a detailed work program for the 
Branch Office and for individual FaCoMas, 

2, Specific activities t 

a. Classify the FaCoMas 

Based on their determined status, he FaCoMas should 

then be classified In the following manner 

Class A 

(1) Has an overall operation which is resulting in 
reasonable savings., 

(2) Has qualified personnel carrying on the management 
and credit work to the satisfaction of ACCFA, 

(3) Has an active and interested Board of Directors, 

(4) Has a satisfactory collection record of production 
and farm improvement loans, 

(5) Is operating facilities at a saving and to the 
satisfaction of its members and ACCFA, 

(6) Has met principal and interest payments on facility 
loans from PC CFA f or made satisfactory arrangements 
for doing so, 

(7) Ifes no foreseeable losses subject to charge off 
at this time, 

(8) Has well kept and current books and accounting 
records. 

(9) Submits promptly reports required by ACCFA and 
Branch Office, 

(10) Is conveniently located and well-managed. 
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glass B 


The requirements generally should be the same as those 
of Class A except that the FaCoMa may be lacking in one or 
more factors, but such lack may be corrected within two to 
six months by close supervision and education. 

Class C 

FaCoMas in this class present a challenge to ACCFA, 
particularly to the Branch Office, which must be met if 
they are to be placed on a basis of sound financial condi¬ 
tion and efficient management which will permit them to 
continue their services to members and future members. They 
may, in general, be divided into the following categories* 

(1) Newly organized FaCoMas with insufficient capital 
and earning power to carry on their operations, 

(2) FaCoMas lacking funds to operate properly and effi¬ 
ciently, resulting in indifference on the part of 
members, poor collection records, and poor reputa¬ 
tion in the community, 

(3) FaCoMas which have over-extended their operations 
beyond the ability of income to support. 

(4) FaCoMas which have exhausted their capital, have di¬ 
verted or misapplied funds due ACCFA to meet opera¬ 
ting or expansion costs. 

(5) Poor management with all the implications involved 
such aB outright conversion cf funds, mixing FaCoMa 
and personal funds, unauthorized advances of FaCoMa 
funds to officers and directors, handling of FaCoMa 
funds by unbonded individuals, etc. 

(6) FaCoMas with impaired services due to fire, flood, 
rat and/or Insect infestation, etc,, resulting in 
poor collections and general lovering of interest 
and morale of the members. 
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b. Bormulate work program 


(X) Branch Office level 

After classifying the FaCoMas, each Branch Office 
should undertake a thorough examination, on an indi¬ 
vidual basis, of the operational deficiencies of 
FaCoMas under Classes "B" and "C", particularly 
those that are incurring losses in their operations, 
with the end in view of framing out an appropriate 
work program for stabilizing the cooperatives under 
it. The process involves the following stepst 

(a) Grouping of weak FaCoMas 

With the nature of their operational defi¬ 
ciencies as main criterion, the weak FaCoMas 
should be grouped into three - 

Grauc 1 

Those whose operational deficiencies are 
of such nature that they can easily be correc¬ 
ted or remedied by effecting some changes in 
their management. 

Group II 

Those whose operational deficiencies are 
quite grave in nature, such as, incurring of 
big losses in operations, misapplying ACCFA 
funds, etc,, such that any arrangement aimed 
at improving their management will necessarily 
demand active participation of ACCFA fieldmen 
therein, especially when there exists a dire 
lack of competent officials to manage said 
FaCoMa, 

Group III 

Those whose operational deficiencies are 
really grave in nature, specifically those whose 
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economic existence cannot be justified, 
the only logical step to undertake In 
which oase Is either to merge them with 
adjacent FaCoMas or to dissolve them en¬ 
tirely. 

(b) Determining course of action 
Group I 

In the case of FaCoMas falling under Group 
I, Provincial Directors should advise the 
Board of Directors concerned, depending upon 
the deficiencies aimed to be corrected, to 
adopt any or all of such measures as - 

1* Removal from office of all Incompetent 
officials; 

ii. Elimination of the position of Manager 
temporarily and letting the Secretary- 
Treasurer act concurrently as Manager; 
and 

iii. Practicing stringent economy in their opera¬ 
tions by reducing overhead or operating ex¬ 
penses. 

In addition, a Cooperative Agent should bo 
assigned to supervise the operations of the 
FaCbMa until the desired improvement is attained. 
Should the Board, however, fail to heed the ad¬ 
vice of the Provincial Director, he may take 
any of the courses of action enumerated below. 

Group II 

In the oase of FaCoMas falling under Group II, 
it is neoessary that the Board of Directors of 
each be advised to pass a resolution authorizing 
the ACCFA to take a direct hand in its management 
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in the form of managerial assistance, With 
the resolution as basis, Provincial Directors 
should assign a Cooperative Agent to serve as 
Manager of the FaCoMa, 

In the event that the Board of Directors of 
a FaCoMa refuses to adopt the recommendation 
(Group I) of the Provincial Director or pass 
the necessary resolution despite his advice 
(Group II), the Provincial Director should re¬ 
commend to the Central Office the taking of any 
of the following steps - 

i. Suspension and/or dismissal from office of 
erring and non-cooperating officials in ao 
cordance with Sec. 18 of R.A. 821, as amended. 
In this connection and in accordance with our 
confidential memorandum dated May 9, 1956 
"competent and admissible evidence sufficient 
to warrant suspension and/or removal should 
be gathered and forwarded to this Office." 

ii. ACCFA T s taking over of complete control of 

the management of a FaCoMa is based on Sec, 16 
of ACCFA Form Legal 41 (Trust Receipt and 
Terms of Trust) quoted hereunder: 

"16. Effective upon the default of the Association, 
and in addition to the other remedies herein 
stipulated, the ACCFA ig hereby appointed 
attorney-in-fact of the association, with full 
power and authority, after any condition of 
this Agreement has been broken, to enter the 
Office, warehouse and other premises of the 
Association, by the uso of force if necessary, 
and seize and take actual possession there¬ 
of and to operate the business and conduct the 
affairs of the Association, without any order 
of any court or any other power or permission 
than that herein granted; to sell, assign and 
transfer the crops and other properties and 
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assets held by the Association or any part 
thereof or any substitute therefor, or any 
addition thereto at the option of the ACCFA, 
without demand, advertisement or notice of 
any kind, for they are hereby expressly waived 
by the Association, and no formal requisite 
is necessary for the validity of such sales; 
to execute and deliver bills of sale of other 
documents necessary for the transfer and 
assignment of all rights, titles and interest 
of the Association in such property; to execute 
and deliver receipts for the purchase thereof; 
to authorize and effect the transfer, on the 
books of the company issuing them, of all shares 
of stocks, bonds or other securities held by 
the Association, and all acts done in confor¬ 
mity with the power and authority herein grant¬ 
ed are hereby ratified," 

Group III 

Effect merger of PhCoMas in accordance with 

the embodied proposed mechanics (please see page 

49). 


Meanwhile, to insure the proper disposition 
of ACCFA funds for loaning purposes by those FaCoMas 
classified under either Class "B" or "C" who have 
deoidedly incompetent officials and/or have mls- 
applled ACCFA funds, said FaCoMas should not be 
allowed to draw out any check without the counter- 
signature of an ACCFA fieldmen. Branch Offices 
are to make the necessary arrangement with the 
local bank officials in this regard, 

(2) FaCpMa levejl. 

The Branch Office, specifically the Cooperative 
Agent and Loan Agent concerned should work out with 
the management of individual FaCoMas a conorete 
program for stabilizing the management and operations 
of the FaCoMas, 
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The program, which should be adopted by the 
management of the FaCoMa, should clearly spell 
out specific activities which shall be carried 
toward pre-set objectives, including the job 
assignment of each and every FaCoMa official 
and employee, . It is also important that a 
system of job priority be introduced in the 
work program together with a timetable for ac¬ 
complishing target objectives, 

Ag guidepoivts in working out the proposed 
program the following priority objectives are 
suggested: 

(a) Priority obieotivss for Loan Agent 

1. Collection of overdue loans from farmers - 

Every loan agent must have a daily schedule 
of following up a practical number (say, 10) 
of delinquent farmer-borrowers to determine 
aB accurately as possible prospects of repay¬ 
ment, taking note cf findings and securing 
in appropriate cases of written commitments. 
Findings and commitments should be placed in 
the individual files of the members, for 
reference or follow-up. As much as possible, 
the fieldman should have a FaCoMa official 
and at least a member of the barrio loan com¬ 
mittee concerned with him in this project, 

PklegtiV^B 

(i) To colleot overdue loans as quickly as 
possible, 

(ii) To determine status of delinquent farmers 
and definite prospects of repayment, 

(iii) To train FaCoMa officials and members 

of B.L.C, in the conduct of this impor- 
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tant phase of FaCoMa activities until 
the entire job can be turned over to 
them, 

(iv) To educate farmers in proper use of 
credit and FaCoMa business* 

(v) To effect a thorough screening of 

members with a view to compiling a list 
thereof classified by status and record 
of performance of the membership, 

ii. Collection of a mounts due ACCFA from FaCpMas - 

Collections from farmers in the FaCoMa treasury, 
undistributed loans, amortizations on facilities 
due from FaCoMa, repayment (liquidation) of com¬ 
modity loans and merchandising loans, and repay¬ 
ment of misapplied ACCFA funds, should be re¬ 
gularly and methodically followed up by the 
Loan Agent, All amounts from any or all these 
sources that may be collectible from time to 
time from the FaCoMas must be collected by 
the Loan Agent concerned and immediately re¬ 
mitted to ACCFA with the corresponding state¬ 
ment in accordance with established procedure. 
For this purpose, every Loan Agefat must have 
a list of ail loans to the FaCoMa(s) super¬ 
vised, showing dates of maturities, and must 
keep himself informed at all times of the 
status of the accounts enumerated above and 
funds available in the FaCoMa(s). 

Objectives 

(i) To Insure prompt collection of accounts 
due from FaCoMas, 

(ii) To methodically effect liquidation of 
misapplications. 
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(Ilf) To prevent recurrence of misapplications* 
ACCFA funds either from payments of fann¬ 
ers or undistributed loans when allowed 
to be kept in FaCoMas* hands make misap¬ 
plications possible. 

'(iv) To develop in the FaCoMa officials proper 
attitude towards handling of funds and 
orderly and punctual settlement of ob¬ 
ligations* 

Hi* Processing, Issuance and oollectlon of new 
loans 

The fact must be realized that collection 
of loans starts with processing. Indeed, in 
the ACCFA program, it must begin with the pro¬ 
cessing of applicants for membership. Accord¬ 
ingly, the following points, already prescribed 
in existing regulations and instructions, 
must be diligently and intelligently observed 
and implemented, 

(i ) Farmers applying for membership in a 
FaCoMa, whether the FaCoMa is old or 
just being organized, must be adequate¬ 
ly informed about their legal and moral 
obligations and responsibilities; they 
must be impressed by the purposes of the 
association and the seriousness of their 
pledges and commitments. They must be 
formally or officially admitted into 
membership only when the FaCoMa officials 
(advised and guided by the ACCFA field- 
man concerned) are sufficiently satis¬ 
fied that the member is eligible (he must 
be a farmer and hi3 circumstances deter¬ 
mined) and is prepared for membership. 
Accuraoy or reliability of the pledge 
(marketing agreement) must be established. 
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(ti) Applicants for loans must be given 

thorough information on the basis and 
purpose of the loan. This can be done 
by scheduling.filing of applications by 
groups of farmers at which time the Loan 
Agent should explain the meaning and im¬ 
plication of each item in the loan appli- 
- cation. At a convenient time before the 
80-day deadline for filing loan applica¬ 
tion, orientation and briefing conferences 
may be held with members of the board of 
directors and barrio loan committees and 
with farmer-members about the loan program 
and how the farmers may profitably take 
advantage of it, 

t 

(iii) Barrio loan committees and the board of 
directors must be made aware of their 
moral and legal responsibility in recom¬ 
mending approval of loans, 

(iv) Release of loans must be followed up, and 
the Loan Agent must see to it that the 
loans are released to the farmers con¬ 
cerned and in correct amounts and in the 
proper way. The practice noted in se¬ 
veral FaCoMas in the past, of requiring 
farmers to sign blank vouchers before 
loans are actually released and of di¬ 
verting or releasing loans to other in¬ 
dividuals than those approved in the 
schedule, must be completely checked, 

(Cv) Follow up of loans released should be 
made on a spot check (random check) 
basis to see to it that loans are used 
by the farmers for the purpose they 
were applied for and given. This su¬ 
pervisory technique should be used as 
a way of educating the farmers in the 
proper use of credit as much as to 
detect misuse or possible misrepresen¬ 
tation, 
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Cvi) To guide loan committees in the collection 
of loans, they should he provided with a 
list of members in their respective bar¬ 
rios with the corresponding pledges and 
amounts of loans due. At harvest time 
they should be required to gather accu¬ 
rate production data from each member. 
These data may be used as a check against 
pledges, loan application figures and 
claims of crop failure. For obvious 
reasons spot checks should be made on 
the above activities. 

Objectives 

(1) To acquaint members and officials of 
FaCoMas with the basis, procedures, and 
requirements of loan making, 

(il) To ascertain reliability of pledges and 
Information contained in membership and 
loan applications, 

(lil) To familiarize loan committees and FaCoMa 
officials with the techniques of loan su¬ 
pervision and collection as well as their 
mora? and legal responsibilities in the 
approval of loans, 

(iv) To insure prompt and full repayment of 
loanB. 

r. Strengthening membership support - Regular 
contacts should be maintained between FaCoMa 
management and members, Mbmberr must be 
informed of the activities of the cooperative. 
The management should be apprised of the 
wishes of the membership. This two-way flow 
of information is possible only if there 
is developed in the FaCoMa an effective 
membership relations program. It should be 
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borne in mind that members will support a 
cooperative only if it is able to provide 
services they want in a manner satisfactory 
to them, 

Ofctectlveg: 

(i) To make farmers realize the advantages 
of membership in a FaCoMa. 

(ii) To make members understand the prinoiples 
of cooperatives and the operating pro¬ 
cedures of their association. 

(ill) To make members realize the duties and 
responsibilities of membership and to 
instill in them a sense of belonging 
and loyalty. 

(iv) To develop confidence of the members 

in their organization and its officials. 

(v) To find out the problems and needs of 
members and get their opinion on the 
enterprises handled by the association 
and the manner in 'vhich these projects 
or activities are administered. 

In this connection f Provincial Directors 
must see to it that the stock certificates are 
issued as fast as possible. Appropriate pro¬ 
gram can be planned and organized for the dis¬ 
tribution of the certificates. This will en¬ 
hance the sense of ownership on the part of 
the members. 

'b) Priority Objectives for Cooperatives Agents - 

i. Internal Organization of FaCpMas - A n im¬ 
portant task that must be attended to is 
the improvement of the internal organiza- 


STABILIZINQ THE COOPERATIVES 


Fhge 00 



tlon and operation of the FaCoMas. This in¬ 
cludes the following aspects or objectivess 

Objectives ? 

Ci) Delinegtion of functions, authority and 
responsibilities among the different 
offices and employees which must be clear¬ 
ly defined and made fully understood by 
all concerned. Clear lines should be drawn 
between the board as the policy-making 
body, and the executive arm represented 
by the manager and the operating person¬ 
nel j and between the manager and the secre¬ 
tary-treasurer, The duties and responsi¬ 
bilities of every one in the staff must 
be spelled out and made understood by each 
and everyone. To prevent conflict of 
authority and responsibility, the President 
should never be given any executive func¬ 
tion or authority. The President/Manager 
set-up should not be tolerated. 

(ii) Installation of a dependable and efficient 
record keeping or filing system, The re¬ 
cords in all FaCoMas must be kept in order¬ 
ly and systematic way, for effective use 
in determining performance and standing of 
members, status of loans, propriety and 
validity of all transactions and responsi¬ 
bility therefor, etc. The individual 
method of filing should be adhered to as 
much as possible. This must be achieved 
within a» short a time as possible, 
ft—target, goal must be set fo r the accom- 
Dlishment of this p roject w ithin three 
months . 

(iii) Books of accounts must be kept in order 
and up-to-date. This is vital and must 
be seriously attended to, A praotioal 
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plan of training FaCoMa bookkeepers in 
the proper keeping of the books must be 
worked out• 

(iv) Central objective is to place the internal 
organization of the FaCoMas in an efficient¬ 
ly working order - businesslike, and its 
operations planned and guided on the basis 
of dependable facts and records. Equally 
important, to get every unit or arm of the 
association actively working in coordinated 
manner each knowing its area of responsi¬ 
bility from the BLC up to the Board of 
Directors arid the Executive Staff. 

Development of Coatr-Consclousness on the Part 
of FaCoMa Officials - With all appropriate 
devices and as quickly as possible, the FaCoMa 
officials must be made to realize the import¬ 
ance of knowing the cost of operating projeots. 
They must be made fully and keenly conscious of 
the fact that in undertaking any enterprise, 
the FaCoMas must be able to pay expenses out 
of income dei’ived from a given project or in¬ 
vestment. Their attention and thinking must 
be drawn to such vital facts of business as - 

(i) Everyday the FaCoMa incurs expenses in 
salaries and wages, rentals, interest on 
borrowed money, supplies, depreciation of 
facilities and equipment, etc. 

!ii) Capital must not be carelessly invested 
nor tied up where it does not earn money. 

It must be placed where it will produce 
the most results. Credit sales in stores 
are extremely risky, unprofitable and 
open to abuse and destruction of members* 
confidence. They must be disoouraged. 
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(ill) Coat of handling every cavan of rice 

In the warehouse, In milling, in selling 
must be accurately determined and known 
by the FaCoMa management. The same must 
be said about every item of commodity 
handled, every facility used, etc. This 
is indispensable to sound planning of 
business operations. 

Objectives 

<i) To make the FaCoMa officials thoroughly 
and deeply cost-consoious, 

<ii) To study and plan projects carefully and 
wisely and to insure success of opera¬ 
tions. 

Ciii ) To minimize or stop reckless or careless 
spendng based on wishful thinking, sen¬ 
timentalism or emotionalism, 

(iv) To pi.ce operation on sound businesslike 
basis. 

C. Adopting .a-S.vatem of Dire ction and Control 

1, Objective 

Like any other action program, the proposed plan of ap¬ 
proach demands for its sucoess the adoption of a system by 
which the programmed activities may be soundly directed and 
effectively controlled to thereby insure the proper implemen¬ 
tation thereof. It has been a common observation that an 
otherwise well—planned and decidedly sound program, when 
devoid of the necessary follow-up of programmed activities, 
invariably comes to naught, 

2, Specific activities 

a* Basis fo r the system 

Provincial Directors should rely heavily on the work 
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program, both for the Branch Office and for individual 
FaCoMas, in initiating a system of direction and oontrol. 
By using the target dates set for the accomplishment of 
specifio activities in the work program, Provincial Di- 
rectors will see their ’»ay clear in directing and control¬ 
ling any activity depending on what the situation demands, 

b « Det-errolnation a nd evaluation of programmed activities 

The progress of work in programmed activities can be 
determined by Provincial Directors in two ways, namely 
Ca) through reports and Cb) by spot checks, 

(1) Report g 

Provincial Directors should strictly require sub¬ 
mission by FaCoMas and fieldraen of necessary regular 
and factual progress reports on the operational status 
of FaCoMas and activities of fieldmen. 

In addition to the written reports, Provincial 
Directors should, from time to time, schedule 
periodic conferences for the purpose of assessing 
progress of work and activities, together with 
the discussion of problems being encountered and 
remedial measures thereto. Such conferences 
should be called quite often, say, every 2 weeks 
or 1 month, durJssg the initial stage of the im¬ 
plementation of the proposed program, 

(2) Spot checks 

Provincial Directors should not be merely 
oontented with the reports coming to him; he 
should also strive to gather first hand informa¬ 
tion on the progress of the implementation of the 
program and check on the veracity of the reports 
he had been receiving. This he can accomplish by 
conducting spot checks in the field. For this 
purpose, Provincial Directors can make effective 
use of the logbooks in the FaCoMas, 
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In this connection, failure of the management of 
FaCoMas and/or ACCFA fieldmen to show concrete and positive 
progress in the solution of a problem or in the accomplishr- 
ment of periodic objective should be promptly studied with 
a view to - 

i. Improving management and/or supervision tech¬ 
nique or method; and 

ii. Adopting such administrative measures as may be 
necessary to correct weaknesses and Improve 
performance. 

c. Calendaring of work 

Provincial Directors can more efficiently attend to 
their different task by preparing and using work oalendar. 
Many aspects of ACCFA-F a CoMa operations are seasonal in 
character and require attention and action on certain time 
schedules or deadlines. Filing and processing of loan ap¬ 
plications, release of loans, harvest and delivery of 
pledged crops, milling, collection, etc, have to be done, 
attended or followed up advantageously at certain periods. 

A work calendar, properly prepared and systematically fol¬ 
lowed, can insure timely and effective action, minimize 
oversight or neglect, make for proper budgeting and allo¬ 
cation of time, and it can build up ease and self-confi¬ 
dence. 

Objective 

(1) Plan activities in advance and insure attention to 
tasks at the right time. 

(2) Develop more efficient method and system of work, 

(3) Minimize delays and unnecessary waste of time and 
effort. 
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(4) Produce more results because action Is made at the 
most propitious time. 

Provincial Directors are enjoined to try the system 
of calendaring activities and get the fieldmen and FaCoMa 
officials to adopt this simple but eminently effective 
device or method 
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Annex '’A” 


FACOMA/FEDERATION INSPECTION REPORT 
___ FaCoMa/Federation 


Province of 


.105 


ITEMS 


YES 


NO 


I. GENERAL OPERATING REQUIREMENTS 

1, General appearance 

a. Does the FaCoMa/Federation appear clean and attractive 
from the outside? 

b. Does it have a signboard? 

c. Does it look orderly, active and businesslike? 

2, Budget 

a. Does the FaCoMa/Federation have an approved budget? 

b. Are experses beire kept within the budget? 

3, Books of accounts 

a. Has the FaCoMa/Federation installed the new accounting 
system? 

b. Are entries in the following books of accounts up-to-date? 

(1) Journal and cash record 

(2) General Ledger 

(3) Subsidiary expense ledger 

(4) Loan ledger cards 

(5) Stock subscriptions ledger 

(6) Stockholder’s ledger 

(7) Stock record and transfer book 






ITEMS 


c. Are the following accounting practices followed? 

(1) Entries in ink 

(2) Cancellations and erasures initialed 
4, Bonding 

a. Are the following accountable employees bonded? 

(1) Manager - at least 1*5,000 

(2) Secretary-Treasurer - at least 1*5,000 

(3) Warehouseman - at least 1*10,000 

II. itEETINGS 


1. Board of directors 

a. Does the board of directors meet at least once a month? 

b. What is the average percentage of attendance? 

2, Members 


a. Do the members meet at least once a year? 

b. What is the percentage of attendance? 

III. ADMINISTRATIVE FUNCTIONS 
1, Office management 

a. Location, size, and upkeep of office 

(1) Is the office conveniently located? 

(2) Is the office busy with activities? 

(3) Is the office space sufficient to cope with the activi¬ 
ties of the FaCoMa/Federation? 

(4) Is the office clean and presentable? 
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ITEMS 


YES 


NO 


b, .Furniture, equipment and other requirements 

(1) Does it have the following furniture and equipment? 

(a) Tables 

(b) Chairs 

(c) Filing cabinets 

(d) Typewriters 

(e) Adding machine 

(f) Safe 

(2) Is there a bulletin board? 

(3) Are the following posted on it? 

(a) Quarterly financial statements 

(b) Monthly trial balance 

(c) Progress report on projects and other activi¬ 
ties 

(d) List of members with approved loans indicated 

(e) Status of loan collection by barrio 

(f) Budget and plantilla 

c. Record keeping and filing system — 

(1) Is there a complete file of the minutes of the board's 
meeting? 

Are they neatly filed ? 

(2) Are the following papers and documents properly accom¬ 
plished and filed? 

(a) Marketing agreements 

(b) Membership applications 
(o) Loan applications 

(d) Promissory notes 
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ITEM 


S 


YES' 


NO 


+-.I I 


(e) Schedule of loan releases 

(f) Cash disbursement vouchers 

(g) Trust receipt 

(h) Trust receipt and terms of trust 

(1) Chattel Mortgage 

(j) Warehouse receipts 

(k) 3onds 

2, Personnel management 

a. Number and compensation of employees 

(1) Is there a sufficient number of employees? 

(2) Are they paid on time? 

(3) Is their compensation within the income of the FaCoMa? 

b. Attendance of employees 

(1) Are the employees required to fill out time record cards? 

(2) Do the following employees attend to their work on a 
full time basis? 

(a) Manager 

( •) Secretary-Treasurer 

(c) Dookeeper 

(d) Warehouseman 

IV. BUSINESS OPERATIONS 

1. Loaning operations 

a. Are the loaning operations handled by the Soc-Treasurer? 

b. Do the loans arrive on time? 

c. Does the FaCoMa keep a complete record of loans approved, 
released, and ropaid? 
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d« Does the FaCoMa have a well*-laid scheme of loan collection 
campaign? 


e. Does the FaCoMa have at all-times a list of delinquent 
borrowers, segregated by barrio or district? 

f• Are loan collections remitted to the ACCFA 72 hours after 
receipt thereof? 

£• Are undistributed loans remitted to the ACCFA 15 days after 
receipt thereof? 

2 , Marketing Operation 

a. How many cavans of pa lay and/or rice were marketed by the 
FaCoMa last year? 

Palay ■ _cavans; Rice ___ cavans 

This year? 

Palay _cavans; Rice _cavans 

b. What was the average price per cavan of palay and/or rice 
sold last year? 

Palay r - p er cavan; Rice £'_per cavan 

c. How were the produce marketed last year? 

Provincial Federation _; CCE _; NARIC. > ~ . 

Middlemen (Filipino) _; (Alien) _______ 



Direct to consumers 
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ITEMS 

this year? 

Provincial Federation _; CCE 


YES 


NO 


NARIC 


' • \ if 

Middlemen (Filipino) ___(Alien) _ 

Direct to consumers __ 

3, Merchandising operations 

a. Is the store located in a good site? 

b. Is it clean and presentable? 

c. Kow much is the average daily sales? P_ 

d. How much of the daily sales is on credit? P. 

e. What are the main items for sale? _ t 


f» How much is the average mark-up on sales? _% 

g. Is the store being patronized by members? 

What per cent of the total volume is done with members?_% 

h. How does the price of items compare with prices in other 
stores? 

Higher _ Same _ Lower _ 

i. How are the goods procured? 

Federation _ CCE_NAMARCO _Local_ 

j. How often are the stocks inventoried? ____________ 

k. What was the result of the store operation last quarter? 
Savings (Less) P __________ 








ITEMS 


YES 


NO 


4. Warehousing operations 

a. Is the warehouse well located? 

b. What is the capacity of the warehouse? _cavans 

c. How many cavans of palay were stored last year? Members 1 

Deposit _cavans Non-members’ deposit _cavans 

Total _ cavans 

This year? Members* Deposit _ cavans 

Non-members’ Deposit __ cavans Total _______ cavans 

d. Eow much is the warehousing fee? P_ 

e. Is the FaCoMa giving provision for shrinkage allowance? 

How much? _kilos 

f. Are the palay deposited classified? 

g. How are the palay stored? Sacks _ Bulk ________ 

h. Was it constructed through a facility loan? 

Only leased? 

What are the lease terms? _ 


i. What was the result of the warehousing operation last quar¬ 
ter? Savings (Loss) F«_ 

5. Milling operations 

a. Is the mill conveniently located? 

b. What is the type of the mill? 

Cono _ Kiskisan __ 

c. What is the capacity? __ cavani '12 hours 
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d, What is the percentage of recovery? _% 

e. How many cavans of rice were milled last year? 

Members * Rice _cavans Non-Members' Rice 

Total _cavans 


YES 


NO 


cavs 


This year? Members' Rice _ cavans 

Non-members'Rice _cavans Total _cavans 


f, How much is the milling fee? P_ 


g. How long is the mill normally operated in a day? _hours 

h. Was the mill constructed through a facility loan? 

Only leased? 

What are the lease terms? _ • 

i. What was the result of the milling operation last quarter? 
Savings (Loss) P 

6, Trucking operations 

a. How many trucks does the FaCoMa/Federation have? 

Bought through facility loan? 


b. Are they properly maintained? « 

c. Are trip tickets accomplished for every trip? 
d# How much is the trucking fee? P 

e. Is the income sufficient to cover operating expenses and 
payments for amortizations? 

f« What was the result of the trucking operation last quarter? 
Savings (Loss) P_ 







- 0 - 


I T E M S 


YES 


NO 


7, Tractor and thresher operations 

a. How many tractors and/or threshers does the FaCoMa/Fede- 
ration have? 

Tractors _____ Threshers _____ 

Bought through facility loan? 

b. Are they properly maintained? 

c* How much is charged for their services? 

(1) Tractors - Plowing p per hectare 

Harrowing I*_per hectare 

(2) Thresher - _per cavan of pa lay 

d« Are they paying propositions? 

Cl) Tractors 
(2) Threshers 

e. What was the result of the tractor and/or thresher operation 
last quarter? Savings (Loss) P 

V. FINANCIAL CONDITION (As of _) 

1, Paid~up capital - P__ 

2, Net Worth - P_ 

3, Result of operations (Savings/Loss) - P _ 


COMMENTS AND/OR RECOMMENDATIONS 


Inspecting Official 


Designation 






